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DISCLAIMER

This study represents the view of the author and does not necessarily

reflect the official opinion of the Air War College, the Department of the Air

Force, the Department of the Navy, or the UnLited States Marine Corps. In

accordance with Air Force Regulation 110-8, it is not copyrighted but is the

property of the United States government.

Loan copies of this document may be obtained through the interlibrbry loan

desk of Air University Library, Maxwell Air Force Base, Alabama 36112-5564

(telephone [205] 293-7223 or AUTOVON 875-7223).
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EXECUTIVE SUMMARY

In lieu of an executive summary a Point Paper has been attached as Appendix

A. The results of this analysis are better served by preparing an overview in this

fashion to forward through the U. S. Marine Corps chain of command.
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"BIOGRAPHICAL SKETCH

Lieutenant Colonel James L. Whitlow was born in Den .er, Colorado and

reared in Edna, Texas. A graduate of the University of Texas at Austin, he entered

the United States Marine Corps in February of 1966. In addition to tours at the

University of Texas ("bootstrap"), Headquarters Marine Corps, and the Second

Marine Division, he has served throughout his career primarily in A6E Intruder

Squadrons at MCAS Cherry Point, N. C.; MCAS Iwakuni, Japan, Nam Phong, Thialand;

and on the deck of the USS John F. Kennedy. During his most recent assignment

from 1985 through 1989, as Executive Officer and then Commanding Officer of.

VMA(AW)-533 through two Carrier Deployments to the Mediterranean, LtCoi

Whitlow gained a great deal o; experience and exposure to individual problems of

Marines which were related to an extremely high operating tempo (OPTEMPO).

Motivated by the Career Planning interviews conducted with Marines in his

command, he became interested in pursuing the development of a methodology for

bringing into sharper focus the adverse effects of high UPTEMPO upon individuals.

The effort commenced with an informal study during his tour in VMA(AW)-533 and

is continuing with the development of this paper. LtCol Whitlow expects to be a

1990 graduate of the Air War College, and return to MCAS Cherry Point for further

service.
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A METHOD FOR COLLECTIVELY MEASURING THE OPERATING TEMPO OF
INDIVIDUALS IN MARINE CORPS UNITS - WHY AND HOW ?

During a conference of career planners at Headquarters Marine Corps in

September of 1989 1, high operating tempo (OPTEMPO) was identified as one of the

major problems effecting their ability to retain high quality first term enlisted

Marines. In a related phenomenon, Marine Corps wide separation surveys have seen

claims of too much "Family Separation" climb over the past two years to the

number one cause for not reenlisting 2. A particularly disturbing trend is that

this increased attrition because of high OPTEMPO applies to career Marines as

much as first termers 3. As a truly expeditionary force, this is an elusive

problem for the Marine Corps. Forward deployment is its stock and trade. To be

prepared, units must be on the move. The Corps may, however, be approaching an

OPTEMPO break-even point, beyond which the negatives outweigh the positives.

There are many aspects to the high OPTEMi J dilemma. To quote the

Commanding General of the Second Marine Division in a December '89 message to

I the Commanding General of Fleet Marine Forces Atlantic 4.

"From rnm perspe,'tive, the negative impact of the present pace is discerni ,le in the following
categories:

A. Effect on mrorlv and famiIy ycahesivene33 produced by repeated and sustai ned deployment
periods.



B. Degradation of maintenance readiness from ncreasd equi pment usage and corresponding

reductions of maintenance opportunities.
C. Hazarding the ability of platoon and company size units to trai n toward basic tactical

proficiency because of thei r leaders' enforced focus on "high-level" or "special" exercises and trai ni ng
requi rements.

D. Changes i n priorities without cirrespondi ng fundi ng modifications will requi re
reprogramming of budgetary costs."

The General's message clearly points out many harmful effects of a training

tempo that is set too high. While there are a variety of statistics used to

measure aspects, such as low equipment readiness or low training readiness, the

impact on peopLe is more difficult to analyze- Development of data about

individual Marines begins when the unit commander provides input through the

LUnit Diary into the Marine Corps' Manpower Management System (MMS). This

system accumulates data on individuals which is in turn used by assignment

monitors as a basis for moving people in and out of the Fleet Marine Force

(operating units). Controls used, such as Date Arrived U.S. from tours where

Dependents were Restricted (DAUSDR), were developed in an era when individual

Marines were assigned on a rotating basis to fixed units overseas. When the

Marine Corps shifted in 1976 from a program of rotating individuals overseas on a

12 month basis to a Unit Deployment concept of rotating stabilized units overseas

on a six month basis, controls such as DAUSDR lost much of their udility .

A separate control measure, referred to as Accumulated Deployed Time

(ATD), was initiated in conjunction with the Unit Deployment Program. It
1.



theoretically provides a basis for reassigning personnel once they "update" their

DAUSDR by compiling 365 days of Accumulated Deployed Time during their tour in

the unit. This has wcrked fairly well for communities with an adequate manpower

base. From a control perspective, however, the DAUSDR only protects the Marine

from individual unaccompanied orders to an overseas billet. As long as he stays in

a unit that rotates on only a six month Temporary Additional Duty (TAD) basis, he

can (theoretically) remain in the unit indefinitely. This is great for unit

readiness, but hard on young families.

When a particular community is so active that Marines are required to

remain in the unit significantly beyond the 365 day mark and morale or retention

begins to be a problem, very few management mechanisms give the situation

visibility at a high enough level to make a correction. Individuals locked in a
j

deploying unit must rely primarily on the unit commander to restrain operations

or transfer problem personnel from the command. When certain skills are in short

supply, however, transfer may be out of the question. Additionally, slowing the

pace is an option very often completell out of the unit commanders control HeG

must respond to tasking from higher headquarters, and he has a responsibility to

prepare the whole unit for combat.

3



Are there ways at the higher headquarters level to identify those units or

communities that have this problem? The answer is yes - but the statistics that

could give it visibility are not being correlated with units. They are associated

only with the individual assignment process. Data such as Accumulated Deployed

Time is not compiled by unit at any command level. Today there is no measuring

system, except the voice of the commander, that collectively addresses the

impact of OPTEMPO on individuals within a particular unit or perhaps within a

tactical community.

The purpose of this paper is to: first, examine what major Fleet Marine

Corps Commanders have to say about OPTEMPO of the individual harine and its

impact; second, detail the operating pace of eight selected battalion/Squadron

level unihs within the FMF and compare some related statistics, third, generate an

"Average Accumulated Deployed Time" and "Unit Manning Profile by Deploymnent

Status Code" for the eight units from HIS data; and fourth, analyze the potential

benefits of generating this data across the board for units within the FMF as a

management tool.

4



WHAT DO FIELD COMMANDERS SAY?

In order to get a broader perspective, I requested information from six

CONUS based major Marine Corps Commands and received replies from five 5

Additionally, I requested amplifying information from Headquarters Marine Corps,

which ended up being of very little value 7. The following is a summary of the

views from the commands. Without exception it shows great concern similar to

the message quoted above. There is also a sense of frustration irninating from the

responses which suggests that it is a problem that is very hard to deal with.

The following commands responded to the request for information:

Headquarters, FMF, Atlantic

Headquarters, FMF, Pacific

5I Second Marine Division (Dec '89 rrwsg substituted for direct response)

Secund Marine Aircraft Wing

Third Marine Aircraft Wing

I. Is excessive OPTEMPO a morale or retention issue?

Four of the five commands indicated - yes- Only Third MAW indicated that

while it is a constant concern, "particularly in units that are very busy in between

5
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UDP and MEU (SOC) deployments", it does not present a significant morale or

retention problem at present

2. How has OPTEIPO been rated on separation surveya?

The Marine Corps separation survey lists 34 possible reasons for separating from

the Marine Corps Of those related to OPFrEMPO, "Too much family separation" has

the most direct correlation to adverse affects caused by deployment It is rated

by the responding commands as one of the top three reasons given for the

decision to separate Marine Corps wide it is the number one reason given.

3- Do current feedback mechanisms give you accuratejtimely._

indicators of potential morale/retention problem greas? Have you

established anvijLique feedback tools in your command?

The Marine Corps Enlisted Separation Survey was the only formal feedback

mechanism used by all commands It is interesting to note that all results of the

survey are forwarded directly to Headquarters Marine Corps for analysis. While

local officials manually review the surveys, no automated anallyis is done

with the results at the major command level.

Second Marine Aircraft Wing also utilizes a commanders survey. The results

of a recent one are attached to their response (Appendix D).

6
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4- What is your view of the amount of family separation that should be

expected of our enlisted Marines over the course of a career or an FMF

tour?

There was no command position on this question by any respondent. FMFPac

estimated that family separation in west coast based combat arms and helicoptcr

MOS's range from 50-70% of the time assigned to any operational unit. They also

alluded to a primary aggravating factor stating that there are "very few

alternatives for lower ranking combat arms Marines who become 'burned

out' due to the repetitiveness of operations during their first enlistment. There

are simply not enough biflets to provide alternating tours into and out

of the FMF. During FY86, there were 8600 "B" billets for corporal and below,

against an active duty population of 96,000."

Whon the question was put to wing chaplains within Third MAW the response

was "(1) Six-month deployments are too long and should be shortened by half, and

(2) No more than approximately 25% of a Marine's tour in the Wing should be spent

in a deployed status."

In one survey of commands within Second MAW, a squadron commander offered

that "commanders should be required to justify deployed time requirement over

and above 35-40%."

I/ • .....---------.-. -::-------..•: •-------..--.--
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5. Has your command established anu__nLque supjprt mechanisms, or

operational policies that minimize the adverse impact of high OPTEMPO

and increased family separation?

Support mechanisms - yes. All have put emphasis on improved family support

facilities aboard their bases. Second MAW and Third MAW have each developed

unique support structures for the families of deployed Marines. In Second MAW it

is called Family Readiness or a 'Key Wives- program. In Thir d MAW it is

termed the 'Family Action Contact Team (FACTeam) Program-. Details of

both programs are attached to their respective responses (Appendix D).

IN SEARCH OF THE RIGHT STATISTIC - NOT SO SIMPLE

The total impact of fast paced OPTEMPO upon the "people factor" within a unit

is hard to quantify statistically for several reasons. First, Marines assigned to

the unit come and go. Some may be reassigned to another unit after only one

Ueploymnent, whille others rmay redi-r in a unit for several unit deployment

cycles. This depends largely upon the MOS and availability of Marines within the

total manpower structure of the Corps for reassignment

8



A second phenomenon that makes the total impact of high OPTEMPO within a

unit hard to measure is that there are many levels of unit deployment that may

affect portions of the command differently. Deployments by the entire command

are easy to define, and their effects are uniformly spread. The whole unit simply

packs up and goes. Training detachments o, iarious sizes, however, will affect

SI -parts of the command differently. For example: when nrganizing a small

detachment (DET) it is rarely advisable to move the administrative/record book

function, so Marines with that MOS accumulate little deployed time on DETs.

Conversely, there is always a requirement for certain MOS's such as maintenance

control and flight line personnel within an aircraft squadron. Marines with the e

MOS's simply rotate staying at home and being on the DETs when they are between

major unit deployments. Frequency of participation becomes a function of the

size of the unit. Small detachment training (DETs) affects individuals within a

unit differently.

Anothei complicating factor is that squadrons/battalions are often task

organized or augmented with personnel from outside the basic unit Small

detauhmrrtts from other units tasked for support are derived from units that have

an entirely different OPTEMPO prufile. Usually the personnel from these

9
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supporting commands are extremely busy. With all of these complicating factors

understood, it will be useful now to examine actual data from high tempo units.

EIGHT SELECTED UNITS

In an attempt to define a method that will give senior commanders insight for

effective and timely decision making, I have identified eight FMF units for study.

Selection of these units was not random. These squadrons and battalions have

relatively constant OPTEMPO demands placed upon them from higher headquarters.

I selected units that have either just completed a full six month unit deployment

(UDP) or those who have been stabilized in preparation to an upcoming major

deployment. Listed below are the battalions or squadrons with their reason for

selection:

Marine Aircraft Group - 14 Supports forward deployment of AME Sqdns

1 - VMA(AW)-224 Just returned from UDP (Iwakuni)

2 - VMA(AW)-b33 Stabilized and preparing to deploy overseas

Marine Aircraft Group - 32 Supports forward deployment of AV8B Sqdns

3 - VMA-331 Just returned from UDP (Okinawa)

4 - VMA-231 Stabilized and preparing to deploy

Fourth/Eighth Marine Regiments Support forward deployment of infantry

battalions to r'ith Fleet

10
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5 - 2d Battalion 8th Marines Just returned from UDP

6 - 2d Battalion 4th Marines Stabilized and preparing to deploy

Second Marine Regiment Supports forward deployment cf infantry

battalions to WESTPAC

7 - 3d Battalion 2d Marines Just !eturned from UDP

8 - Ist Battalion 2d Marines Stabilized and preparing to deploy

"UNIT' OPTEMPO

Before attempting to analyze data ubout individuals within the eight units,

let us look some unit statistics beginning with the number of days over the past

two years that the unit has actualiy been deployed from home base a

Number of days Deplpoyed Over 2 Yrs

Unit Det Unit Total

VMA(AW)-224 55 310 365

VMA(AW)-533 181 185 366

VMA-33 I - 267 267

VMA-231 73 143 216

2d Battalio ,, 8th Marines 10 342 352

2d Battalion, 4th Marines - 280 280

Ist Battalion, 2d Marines - 301 30

3d Battalion, 2d Marines no response

Average 306

11



Listed below is the number of days between return from a major deployment

(defined as 5 months or longer) and the beginning of subsequent training

deployments of over 10 days away from home base.

Unit Number of days for family aIdjyustment

followinga ma or deployment

VMA(AW)-224 134 days *

II VMA(AW)-533 93 days

VMA-331 45 days

VMA-231 No recent deployment of 5 months or more.

2d Battalion, 8th Marines 150 days

I 2d Battalion, 4th Marines 30 days

Ist Battalion, 2d Marines 64 days

3rd Battalion, 2d Marines No response

* Note: Heavy Workups for Carrier Qualifications (CQ) commenced within 30 days

of arrival back in the U.S., however, the actual CO deployment was only 2 days for

the aircrews and 10- 15 days for a small number of maintenance personnel.

12



COLLECTIVE 'INDIVIDUAL? OPTEMPO BY UNIT

Before beginning this section I must acknowledge special assistance provided

by the Information Systems Branch of the Manpower Department at Headquarters

Marine Corps, especially CWO Helmbrecht and Sgt Buzzard. Their willing help and

superior expertise produced the software which provided information listed below

(Average Accumulated Deployed Time, Unit Manning Profile by Deployment Status

Code, and Unit Date Current Tour Began). This information would not otherwise

have been available in this format 9.

AVERAGE ACCUMULATED DEPLOYED TIME

There are a variety of data and codes assigned to individuals within the MMS

system which, if compiled by units, may be useful in determining the impact of a

unit's OPTE[MPO upon individual Marines within the command. The first of these is

Accumulated Deployed Time (ATD) which we have previously discussed. NCO

P 100.35 (PRIM) defines ATD as follows 10: "This data element is designed to be

used only by FHF units ds identified in MCO 1300.8 and represents the individual

13
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Marine's total time in days deployed while joined chargeable to an FMF unit Each

ADT entry will adjust the Date Arrived U.S. where Dependents were Restricted

(DAUSOR) to compensate for periods spent in a deployed status. Periods of ADT of

less than 10 days will not be reported or accumulated." Listed below is a special

report generated at Headquarters Marine Corps which provides information as to

the minimum and maximum amount of ADT listed for an individual within each of

the eight selected units. It also provided the average individual ADT for the unit.

Accumulated Deployed Time

Unit Min Max * Avg

VMA(AW)-224 11 361 167

YMA(AW)-533 2 363 210

VMA-33 1 5 361 217

VMA-231 5 355 121

2d Battalion, 0th Marines ** ** **

2d Battalion, 4th Marines 1 362 106

3rd Battalion. 2d Marines 5 364 194

I st Battalion, 2d Marines 1 364 154

*Note: Once an individual reaches 365 days while assigned to the unit

his DAUSDR is updated to that date and his ADT goes to zero

"**Note: MMS System at Headquarters presently shows the 2/8 RUC as deployed

and not updated

14
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MANNING PROFILE BY DEPLOYMENT STATUS CODE

The Deployment Status Code is another bit of information entered into the MMS

by the unit to portray certain information concerning the individual Marine.

Quoting MCO P1080.35 (PRIM), "The DSC identifies a Marine's deployment status

during a current FMF tour. This data element is used by the CMC (11110A and MMEA)

to determine a Marine's eligibility for assignment and to monitor unit personnel

strengths. The DSC identifies Marines who are scheduled for, serving on, have

completed, or who are not scheduled to participate in future deployments of at

least 5 months duration." Again, this is a piece of information collected about

individuals which, if sorted by unit, may give information as to the impact of

OPTEMPO within that unit or community.

15
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Before looking at the Units, let us examine the definition of each code I

DEPLOYMENT STATUS CODES

.Code Description

blank Unknown DSC is reported if a Marine just joined an FMF unit

0 No deployments* completed and Not scheduled for deployment

I Scheduled for or serving on first deployment

Completed first deployment , and not scheduled for any future

deployments at this time.

3 Completed first deployment, and is scheduled for or serving

on second deployment

4 Completed second deployment, and not scheduled for any

future deployments at this time.

5 Completed second (or greater) deployment, and is scheduled

for or serving on third (or greater) deployment.

6 Completed third (or greater) deployment, and is not scheduled

for any future deployments at this time.

*Note: The term "deployment" in these definitions refers to periods of 5

consecutive months or more.

16



The following is a profile by actual manpower numbers and percentages for each

DSC code within each of the eight units.

Manningbypeployrnent Status Code

Unit 0 1 2 3 4 5 .

VMA(AW)-224 2 22 15 57 30 41 9

% 1 13 9 3 21 17 -7 5 %

VMA(AW)-533 1 58 4 93 3 22 2

-* 50 2 12 1 139
VMA-331 18 0 134 0 17 0 1

% 11 79 10
VMA-231 16 185 1 5 2 4 0

6 8 7 2 1 0%

2d Battalion, 5th Marines *

2d Battalion, 4th Marines 20 733 26 329 21 10 2

% 2 64 2 2N 2 I ,

3rd Battalion, 2d Marines 6 1 465 3 259 0 18

% 1 63 2 :

1•st Battalion, 2 d Marines 123 146 195 90 171 21 60

% 15 10 12,4 111 2 7 '.

17
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UNIT - DATE CURRENT TOUR DE6AN

Date Current Tour Began is the date that an individual joined the unit. Listed

below is the assignment date of the individual that has been there the longest and

the one who has been there the shortest period of time. The third column is the

length of time to date for the tour of the Marine who has been in the command the

longest. An average length of service within the command or "Unit - Date Current

Tour Began" may be instructive here but it is not yet available.

ASSIGNED TO THE UNIT

UNIT LONGEST SHORTEST LONGEST TOUR

V VMA(AW)-224 000517 900105 10 yrs

VMA(AW)-533 700405 091207 12 yrs I mo

VNA-331 800229 900113 0 yrs3mo

VMA--231 810407 891221 9yrs I mo

, 2D BATTALION., [TH MARINES (NO DATA)

I2: BATTALION, 4TH MIARINES 830311 891230 7 yrs 2 mo

*ST B ATTlIOLN, 2'D MARINES 820802 900i09 I yrs 9 mo

315D BATTALION, 2D MARINES 530329 690725 7yrs 2 m"

16
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COLLECTIVE INDIVIDUAL OPTEIIPO DATA - AN ANALYSIS

In the past few pages we have looked at two types of data, unit statistics

and MMS information about individuals. Additionally we have made some unique

unit correlations of the MMS data. Our objective is to find a method of flagging

an area of potential personnel problems resulting from high trit OPTEMPO. We

have intentionally looked at deploying units which will be most at risk for this

type of phenomenon.

The first set of data was unit statistics detailing the number of days

deployed over a 2 year period. This information put figures to a simple fact of

life in the Marine Corps, "being in the FMF is being on the road." There was some

spread in the actual number of days deployed bu unit and by community, and some

variation as to the use of detachments. All were quite busy, however, with an

average of over 300 days deployed in a two year period. While it is interesting

that there is no routine method of compiling this type of information at a level

beyond the major command level, this data appears to slittle light on Just how the

fast training pace actually effects individuals in a command. Are there sufficient

individual Marines rotating through the unit to offset adverse personal effects

caused by a high OPTErI1O? At face value a comparison of these unit statistics

19
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simply doesn't go far enough toward answering this type of question or

determining when individuals of certain units or communities are bearing more

than their fair share of the OPTEMPO burden.

The next set of statistics dealt with individual data compiled by unit;

Average Accumulated Deployed Time, Manning Profile by Deployment Status Code.

and Unit - Date Current Tour Began In each case we compiled, averaged, or sorted

the data about individuals by unit, attempting to gain insight into those which

may require OPTEMPO adjustment or closer management.

Our first attempt was to average accumulated deployed time witnin the unit.

The numbers were surprising in that analyzing them by unit provided very little

insight into the broad impact There were Marines in the unit with only I day of

accumulated deployed time, and there were some with up to 364 days, but no

more. The minimum numbers indicated only that there were people in the unit

that had just started accumulating depin'jpd time toward their next DAUSDR.

There was no way. however, to differentiate between individuals who were fresh

recruits working for their first control date, and senior Marines who had been on 3

or 4 unit deployjmento - recently updated their DAUISDR for the third time - and

were tool icrita; to tie unit to be transferred In any particular snapshot of the

20



data, they both would have a small amount of accumulated deployed time At the

other end of the spectrum were Marines with high numbers. Similar to individuals

from the previous group, an individual with high numbers may have been in the

unit for 2 years or 10. He was simply at a point in the accumulation of deployed

time at which he was just about to update the DAUSDR control date in the MMS

system. With the minimum and maximum numbers clarified, it is easy to

understand that without changing the method of recording the ADT data, simple

averaging is essentially meaningless for our purposes. While "Average

Accumulated Deployed Time" sounds like precisely the information we are

seeking, in actuality unit analysis of this particular bit of information (from data

as it is currently recorded in the MMS) is of very little value.

Another part of our analysis of individual data was an examination of the

Date Current Tour Began with a view toward gaining insight into just how long a

Marine was assigned to a unit. From the data we cmn generalize that Marines in

ground units are usually assigned for a shorter period of time. While we were not

yet able to get the actual average time within a unit (information to follow), it is

clear from the look at those assigned the longest that there is a slQnificant

difference between aviation units (Marine assigned the longest - averaged 10

years, 4 months) and ground units (Marine assigned the longest - averaged 7 years,

4 months).

21
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The Date Current Tour Began represents, however, only the amount of time

assigned to that particular unit. It is possible to move from battalion to

battalion or squadron to souadron ard continue to deploy. In such a case the

Marine may qo un two deployments with one unit accumulating 360 days, and if he

is subsequently assigned to another deploying unit within tne FMF, the Date

Current Tour Began will show that he h s only recently joined the unit. His

accumulated deployed time, however, will be high and continuing to build. Again,

this information is interesting, and while it may give us a clue as to where the

chances are greater for the existance of a high individual OPTEMPO, it is not

productive as a positive indicator.

The analysis with the most potential without changing any collection

methods is clearly the Unit Manning Profile by Deployment Status Code. For ease

of reference let me repeat the previous data using only percentages.
Mqnning Profile by Deplymen Sttus Code

Unit 0 1 2 3 4 5 6

lVMA(AW)-224 'I 1 1.3 9 12 1

VMA(AW)-533 3T ?. 50 2 12 %

IVMA-33 Z 11 79 1 1

VMA-231 A• 6 5? 1 2

2d Battalion, 6th Marin: s

2d Battal ion, 4th Marines % 64 2 29 2 1

3rd Battalion, 2d Marines % 1 CC 34 ;

I st Battalion, 2d Marines T 15 1F ) 4 21 . T

,o)n
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What can we determine about the eight units from this data (Note: DSC code

definitions are located on page 11). I will frame the analysis around a generally

accepted goal of retcining a Marine in a unit until he has completed two major

deployments and then transferring him to a non-deployable unit for a rest.

Analysis of the DSC profile indicates that VMA(AW)-224., over and above all
*I

others, is clearly in the danger zone with regard to OPTEMPO. The unit is staffed

with 23% Code 5's, those who have completed or will complete 3 or more straight

deployments and are scheduled for the next one. An additional 22% are defined as

either Code 4 or 6 (completed two or more deployments and not scheduled for

future deployment) With the high incidence of Code 5's, I believe that further

study would support a finding that there is a high correlation between this 22%

Code 4/6'ý md attrition from the Marine Corps by reason of objecting to high unit

OPTEMPO. The ability to make this observation alone validates the rnerlts of this

methodology as an indicator.

Another observation is that there is a clear difference between groups The

two A-6E squadrons in NAG-14 (224&573) have a high incidence of Code 5's

Meanwhile the two Harrier squadrons in 11AG-32 t331 &231) are rr, nned in such a
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fashlon that 90% and 95% (respective li) of the manpower 'within the unit are Code

2 or less., have completed but one major deployment and are not scheduled for

another This clearly has implications for the decision maker. There may be an

explanation for this apparent disparity and indeed conversations with the

commanding officers of these two Harrier units indicate that they are exceedingly

busy with multiole detachments. Also, it is true that the situation may change as

Harrier squadrons begin the Unit Deployment Program again. Thern: is, however,

sufficient disparity to warrant further examination and the possibility of a

manninq or operational change for the units involved. Again, the DSC profile

shows utility as a management tool.

Similarities in t, profile of two units in the 2d Marines is further support

for the accuracy of this data as an indicator. Consistency in the manning profile

indicates close per.onnel management with 98% and 90% (respectively) Code 4 or

lower, thus meeting with our guideline assumptions. While the similar profiles

within the regiment indicate consistency in manning policies, deviations between

groups and regiments cause a question as to whether differences in

interpretation of the rules governing an assignment of DSC codes may exist. For

example, What does the phrase "not scheduled for any future deployments

at this time- mean to the admrnistrator who will input the DSC code into the
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MMS system? Does it mean the Marine is being separated from the Corps prior to

the next deployment; or the Marine is being transferrea prior to the next

deployment; or the unit is not operationally scheduled for a major deployment in

the foreseeable future? It may mean any or all of these. This indlcates some

reason to recommend further study of our appliration of DSC Codes with a view

toward verifying interpretation. Such a study along with expanded utilization of

the Unit Manning Profile by Deployment Status Code may produce a rationale for

expanding the Code system.

If our goal is to transfer troops after the second major deployment, then it

would appear that as many Marines as possible should be code 4 or less. Four of

the eight units analyzed fall into this profile with 9B%. Three units have 10% or

more code 5 and 6, and in the case of VMA(AW)-224 it is 26%. In this particular

Iprofile I believe the percentage of Code 5's is the data to key on for identifying

units that are manned with individuals that are being excessively tasked, and for

understanding just what is going on with personnel assigned a Code 4. In

VMA(4W)-224's case with 23% code 5, there is a good chance that a large number

of the 17% Code 4's represent attrition. This can be contrasted with the case of

Ist Battalion, 2d Marines with 21% Code 4's but only 3% Code 5. In that case it

seems reasonable to expect that thc, high number of Code 4's represents effective
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accomplishment of our goal of transfer prior to the third deployment vice

attrition.

CONCLUSION AND RECOMMENDATIONS

As discussed at the outset, there is reason to believe that the operating

tempo of FMF units within the Marine Corps is becoming an obstacle to retention

and may be effecting morale in some units. With a possible cut back of land based

forward deployment sites in the future, it is also likely that the OPTEMPO

required of Marine FMF units will remain unchanged or perhaps increase in

response to increased demand for sea based units from the various CINC s.

Mechanisms used to control the adverse impact of OPTEMPO upon individuals (eg.

DAUSDR, Date Current Tour Began, etc.) were developed prior to the advent of the

Unit Deployment Program. While they are still effectively used for individual

assignment purposes, there is no system which presently gives visibility to the

collective impact of OPTEMPO upon individual Marines. In other words, while one

can call up a Marine's name in the MMS to find out his current deployment. status

and determine the amount of time that particular Marine is spending on the road,

no system exists from which one can generalize about collective individual

OPTEMPO within the Marine's unit, a group of units, or an entire MOS community.

An effective ranagernent tool is mrissing.
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Unit analysis of individual data in the MMS system can provide this link. The

software methodology to accomplish these comparisons were developed within

the Manpower Department at Headquarters Marine Corps (Code NIS) in response to

this study. The concepI of Average Accumulated Deployed Time by unit can

provide useful insight, however, it would require the following relatively simple

change to our method of recording the data. Instead of zeroing out the

Accumulated Deployed Time each time a Marine achieves 360 days, continue to

update the DAUSDR at each 360 day interval, but continue to build the deployed

day tally until the Marine is transferred. With this simple change, the system

will allow for an accurate unit analysis showing a real average for the total

amount of Accumulated Deployed Time being experienced by Marines within that

unit, that group, that MOS, or that skill community.

The most promising analysis, that can be effected without any change to a

method of collecting data, is a comparison of Unit Manning Profiles by Deployment

S t 8 ,,,u,5-,Cu. ,I,,,,oUsO on ,.,,e percentiage of Code 5"s within a unin has merit

as an exceptional indicator It also seems likely that there are other

relationships that can be developed, such as the probability that units having a

high percentage of Code 5's also have high attrition factors in Code 4's and 6's.
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It is recommended that a minor adjustment be made to ADT recording and

Average Deployed Time be promulgated by Unit as a managpment tool-

Additionally, it is recommended that promulgation of a Manning Profile by

Deployment Status Code be endorsed. Complete study of relationships in this

profile may increase its potential as a management tool and accrue even more

benefit for individual Marines and the families of Marines assigned to high tempo

units.
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NOTES

1. Reference an article titled "OP TEMPO Foils Corps Career Planners Work"
on page 4 of the 11 September issue of the Navy Times.

2. Reference multiple telephone conversations during November 1989 with
experts in the Manpower Department at Headquarters (LtCol Rich England, and Maj
John Curry, and Maj Campbell).

3. Reference the author's field experience as an executive officer and
commanding officer of a deployable A6E squadron in the Second Marine Aircraft
Wing from 1965 through 1989.

4. Commanding General 2d Marine Division message to the Commanding
General Fleet Marine Forces Atlantic (020001 Dec 1989 - unclassified). The
entire text of the message is attached as Appendix B.

5. Author's opinion.

6. A copy of one of the 6 requests for' information from major CONUS
commands (all letters were similar) and copies of all of the responses are
attached as Appendices C and D.

7 A copy of the letter requesting information from Headquarters Marine
Corps along with the response is attached at Appendix E.

8. A copy of one of the letters requesting information from the eight
selected units and all responses received are attached as Appendix F. Information
appearing in the data which can not be found in the responses was received
directly from the unit by phone.

Y. A copy of the three computer outputs forwarded from Headquarters Marine
Corps Manpower Department (Code MIS) are attached as Appendix G.

10. The pertinent page (ADT) from MCO Pio.4(PRIM) attached as Appendix H.

11. The pertinent pages of MCO Prow(PRIM) is attached as Appendix I, wijl

* complete definitions of Deployment Status Codes.
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LIST OF APPENDICES

A. Point Paper summarizing major findings of the paper, drafted in lieu of an

Executive Summary.

B. Complete text of CG 2d MarDiv message 020001Z Dec 89, subject OPS TEMPO.

C. Letter from LtCol J. L. Whitlow to the Commanding General, Fleet Marine Force

Atlantic dated I 1 Dec 1969. Letters to all other major commands were exactly
the same.

D. Responses to the letter requesting information from major commands.
- Letter from Lt Col Manning (FMFLant 6-I) to LtCol J L. Whitlow dated 10

January 1990.
- Letter from Commanding General, Fleet Marine Force Pacific (signed "by

direction") dated 11 January 1990.
- Letter from Commanding General, 2d Marine Aircraft Wing, (undated) with

a wide variety of enclosures,
- Letter from the Assistant Chief of Staff (G-1), Third MarinF Aircraft

Wing dated 12 January 1990 with enclosures.
- CG 2d MarDiv message in Appendix B substitutes for a response to the

request for information.

E. Letter from LtCol J. L. Whitlow to CMC Washington, D. C. dated 5 Jan 1990
riquesting information, and the undated CMC response.

F. Letter from LtCol J. L. Whitlow to the Commanding Officer of VMA(AW)-533
requesting information (letters to all of the remaining 7 selected units were

identicalY Also attached are all of the written responses.

0. Three Computer outputs from Headquarters Marine Corps (Code MIS)
"-"Active Deployment Time" - Computer analysis dated 25 Jan 1990
"Date Current Tout Began"- Computer analysis dated 25 Jon 1990

"- 'Table of Unit Data by Deployment Status Code" - Computer analysis dated
February 1990

H. Excerpt from MCOD¶PRIM) page 8-7 (Accumulated Deployed Time)

.I Excerpt from MCOYAt~rPRIM) page 8-87 (Deployed Status Code)

J AU Defense Analytical Study Administration Forms
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POINT PAPER
16 April 1990

Subj: A Method for Collectively Measuring the Operating Tempo of Individuals
in Marine Corps Units - Why and How

Ret: (a) Study under the subject title conducted at the Air War College April
1990 - Available upon request

(b) C6 2d MARDIV 020001Z Dec 89

1. Background. As detailed in referenceCalhigh OPTEMPO is increasing named as a
cause for retention/morale problems. FMF Commanders are showing concern, as
evidenced in referencetbi. With reductions in Army Forward deployment, demands
for sea based Marines will continue to drive a high training and operating pace.
There is no current Marine Corps system to provide insight for the senior
commander into the collective impact of high OPTEMPO upon individuals

2. Discussion.

- Present systems do not provide sufficient feedback or insight
-- Separation Survey - feeds straight to CMC

Little automated feedback for FMF commands
--- Administration of SS has been poor (data questioned)

*1 -- No other "cross the board" systems (some local).

- Individual control mechanisms are inadequate
-- DAUSDR originated prior to UDP

--- No protection against continuous 6 month deployments
-- In fast paced UDP cycle "Date Current Tour b0gahs" doesn't mean stability

- CO's increasingly unable to slow the pace (hi-vis operations, hard requirements

for training prior to deployment)

- Need system to provide insight for senior decision makers

3. Recommendation. Unit analysis of individual MMS date

- Most promising is Unit Manning Profile by Deployment Status Code
-- Percentage of Code 5's is a key indicator

Definitions and Sample on next page
-- Many profile relationships to be studied

--- eg. high percentage of Code 5's vs high atLrition, low morale
- Unit Average Accumulated Deployed Time

-- Requires change in recording ADT:
Continue to update DAIJSDR at 360 days, but don't zero ADT on update

-- High potential for simple analysis

:32
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DEPLOYMENT STATUS CODES

Code Description
blank Unknown DSC is reported if a Marine just joined an FMF unit
0 No deployments* completed and Not scheduled for deployment
I Scheduled for or serving on first deployment
2 Completed first deployment ., and not scheduled for any future

deployments at this time.
Completed first deployment, and is scheduled for or serving
on second deployment

4 Completed second deployment, and not scheduled for any
future deployments at this time.
Completed second (or greater) deployment, and is scheduled

for or servin9 on third (or greater) deployment.
6 Completed third (or greater) deployment, and is not scheduled

for any future deployments at this time.

*Note: The term "deployment" in these definitions refers to periods of 5

consecutive months or- more.

REAL WORLD EXAMPLE ACCURATE AS OF FEBRUARY 1990

Manning Profile by D__epyment Status Code

Unit 0 1 2 3 4 5 o

VMA(AW)-224 :I 1 13 , 32 17 23 §

VMA(AW)-53/3 I, . 12 1 :

VMA-331 :t 11 7' lb :

VMA-231 d? 2 1 . C 2

2d Battalion, 6th Marines *

2d Battalion, 4th Marines . 2 _ 2 29 2 I 2

3rd Battalion, 2d Marines 2 I 43 34 .

Ist Battalion. 2d [larines : 1 81 4 - i i,

t. No IN I I-tItrto':It
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DEPARTMENT OF THE NAVY
UNITED STATES MARINE CORPS

MARINE CORPS REPRESENTATIVE, AIR UNIVEHSITY (AUi
MAXWELL AIR FORCE BASE, ALABAMA 36112-5000

From: LtCol J. L. Whitlow, U.S. Marine C"rpF;
To: Commanding General, F]eet M.irine Focnie Atlantic

Norfolk VA 23515-5001

Subj: Request for Information

Encl: (1) Proposed Problem Statement for Defens,= Analytice!
Study

I. I am one of five Marine students in tho Air War College at
Maxwell AFB, AL. In th, course of our curriculum, we have thp
opportunity to study some facet of the Defense establishment with
a view toward honing ,nalytical skills and providing useful
informatioi, for decision makers. The enclosure brieflyv .-escribes
my topic. It is a subject that is on the heIL t.F ,mni mi.nids of
many unit commanders as they seek ways to minimize thLe -dvecsQ
effects of high OPTEMPO on morale and retention within their
unit. With the specter of force structure cuts at hand, and the
very real possibility that CINC's will require at least as munch
forward deployment as in years past, maintaining high ioralc
within our units will require a more analytical view 0,•,,yr
developing an appropriate OPTEMPO.

2. In the course of studying this topic, I hope to accomplish
the following:

a. Clarify the problem (if it exists).
b. Examine feedback mechanisms, and 7eco2CmIM-nd .improvepmnit•.
c. Provide recommendations thm i: may hii naimi ze wl,,,r s,

effects.

3. In order to provide an accurate study, T need input fr',, ?l't
commanders. Accordingly, T am soliciting your vi.wt, wo t.10
following questions:

a. Is excessive OPTEMPO a hinorale nr retenLtion issue !::fr : ny
individuals; units, or groups of individuals/units withii, your
command? (MOs peculiar?)

b. How has OPTEMPO been rated on geparaL ions surveys uver
the past three years? Does it correlat.e t.o ny ýnec t tic u,'i , or
MOSs?

c. Do current feedback ,i echanisms give yo<i accicrjitf', t.1 ow-iy,
indicators of potent-ill mor-ile/retention probl epi ireas? ilaiv you
established any unilueo feedback tools in '/O:•r c'omm,-nd?
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d in i E)a('et i mf '-rlv ~ronment , wi thoLt-. feull i ny ) or
struczture constraiint9, wVhlt is your V'it-i kf Lhý .illimuliv of Llli~ 1
sepirzat ion that shlou] .1 h-.ý expeL () o ur Len 1.i ;-'d'1,j~ .
the course of a career , "'d (1 v,-r thF., c-urse oF3/4 yo i

o'ra-t-ionaI to~ur?

C . Has your cOrnmclall o:;t~abl isheci any 4n~iquio .,.uppo,
mechanisms, or operational po tic i*es tftt rninil i ac ti-1 ac3\;ri
iinpacL of 'high OPTEMPO and i~ncrteAsid fami~ly sci-Nir-iliioni?

3. Realizinq that thi.3 is3 a busy time ofT year, I \vfl I1 1w be IU)!;t
appreciative of any assi:-;tzincr-: you can gJive ime in (1vfl'~(~1)i)fA]t !
i nformat.ion. It. woulIA be of gre-tt h eriueti t i L 1 (cUld I *ItCk'iV-'
r.?ply by L-5--26 Januiryl~C 1990. F*or any clairiifyinq i fruLo,
please (-,III Me at (AVJ) 2P5-2122?.

if.; Very re-ýpecLtful ly,

tar t ()A

110 _



APPENDIX D

41.



UNITED STATES MARINE CORPS
HEADQUARTERS

FLEET MARINE FORCE.ATLANTIC

NORFOLKVIRGINIA 2351"-.000 IN REPLY REPKO TO1000

1
10 Jan 90

From: Lieutenant Colonel Michele Manning, Deputy Assistant Chief
of Staff, G-1

To: Lieutenant Colonel J. L. Whitlow, U. S. Marine Corps

Subj: REQUEST FOR INFOb.MATION

1. In response to your request, the following general comments
concerning the three primary major subordinate commands (MSC's)
of the II Marine Expeditionary Force are forwarded:

a. 2d Marine Aircraft Wing

(1) Is OPTEMPO a morale or retention issue for any
individuals, units, or gro.ups of individuals/units within your
command? Yes. Onc- particular MOS stands out (6467, Aircraft
Integrated Weapons System Technician OMA), as the Wing population
is 37, with only 2 currently deployable. The other 35 do not
intend to reenlist, and the primary reason given is OPTEMPO.

(2) How has OPTEMPO been rated on separations surveys
over the past three years? OPTEMPO has been the number one
reason for separation on questionnaires over the past three
years.

(3) Separation surveys are the only tools used at this
time.

(4) In a peacetime environment, without funding or force
structure constraints, what is your view of the amount of family
separation that should be expected of our enlisted Marines over
the course of a career, and over tha course of a 3 or 4 year
operational tour? No response.

(5) Has your command established any unique support
mechanisms, or operational policies that minimize the adverse
impact of high OPTEMPO and increased family separation? Yes.
An extensive k'amily Readiness Program, run by a civilian
coordinator, Ms. Phyllis Price, Autovon 582-3236.

b. 2d Force Service Support Group

(1) Yes. No particular MOS, or unit.

(2) Number 3 on Questionnaires.

(3) Enlisted Separation Questionnaires are only tool•
used presently.
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Subj: REQUEST FOR INFORMATION

(4) No more than 2 deployments a tour, offset with FAP
billets as a break.

(5) Yes. Wive's Clubs and Family Readiness Center.

C. 2d Marine Division

(1) Yes. 03XX and 08XX retention/morale very low of
first term Marines.

(2) Number 3 on Questionnaires. All deploying units in
Division.

(3) Enlisted Separation Questionnaires.

(4) No answer provided.

(5) Yes. Family Readiness and Wive's Clubs.

2. POC at FMFLant is Lieutenant Colonel M. Manning, Autovon
564-6329/6281. The individuals at the MSC's who personally deal
with separation surveys and couid perhaps provide a more detailed
picture are:

a. 2d Marine Aircraft Wing, lstSgt Reese, Autovon 582-5916.

b. 2d Force Service Support Group, GySgt Lundstrom, Autovon
484-1334.

c. 2d Marine Division, MGySgt Thibault, Autovon 484-2116.

M. MANNING j

I4A



UNITED STATES MARINE CORPS
HIEADqUARTERS, FI-'ETMARINF FORCE, PACIFIC IN HEPLY REFER TO:

CAMPH M. SMITH, HI'"I 1 -O '()10

1040
1PRB
11 Jar 90

From; Commanding General. Fleet Marine Force, Pacific
To: Lieutenant Colonel J. L. Whitlow, USMC, Air UniversLty,

Maxwell Air Force Base, Alabama, 36112-5000

Subj: REQUEST FOR INFORMATION

Ref: (a) Yr Itr of 14 Dec 89

1. FMFPac does not have a career planner, retention officer, or
SNCO billet on the staff. ViSibility on retention statistics and
separation surveys as well as attitudes and perceptions
encountered by unit career planners are therefore very limited or
not readily available. However, correspondence from major
subordinate commands, telephone discussions with CMC (MMEA-6) and
west coast and Hawaii career planning offices, and discussions
with FMFPac staffers with recent FMF command or staff experience
have revealed some information which may be useful for your
requirements as stated in the reference. There has been
Insufficient time to gather much hard statistical data so the
following responses are largely based on impressions and recall by
involved individuals.

a. OPTEMPO is indeed *i major contributor to dissatisfaction
among Marines, eapecially during the first two enlistment periods.
Further, the impact of OPTEMPO is of increasing concern to leaders
and retention planners, not, only because of the obvious demands
for long work days and frequent and/or extended separations, but

H also for correlative affects on other, aspects of military life.

1() The effect of the pressures resulting from family
:ieparations is being felt across a much larger proportion of
junior enlisteds. Increasingly, first and second termers are
marriLed or have parental responsibilities. The youth,
inexperience, low income, and lack of sophistication of theae
families exacerbate the problems normally associated with long
hours and separations.

(2) Long hours and frequent deployments are the most
c.-bvious, direct consequences of high OPTEMPO. However, purhaps of
equal concern is the 'ripple" effect of that activity. The young
Marine with no family considerations is increasingly becoming
frustrated by the limitations on other activities imposed by
Luuceajing operations. Individual training often suffers due to
SXerCIsq1 . The opportunity to pursue off duty education becomes
'.,very limited. E-tab]ishin8 any type of social life outs3de the
military environment is very difficult.
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Subj: REQUEST FOR INFORMATION

(3) The cumulative effect of unrelenting exercises and
deployments is frustrating and exhausting across the entire
spectrum of combat arms, support and service support, and aviation
MOS's. Retention difficulties are most acute in combat arms and
aviation. The Marine Corps offers very few alternatives for lower
ranking combat arms Marines who become "burned out" due to the
repetitiveness of operations during their first enlistment. There
are simply not enough billets to provide alternating tours into
and out of the FMF. During FY 88, there were 8,600 'B" billets
for corporal and below, against an active duty population of
96,000. A large portion of these "B" billets are MOS specific,
i.e., 01, 04, 30, otc. Aviation Marines may find more Job satis-
faction, but the_ :!ame frustrations of high OPTEMPO can push th,-m
into the increasingly lucrative civilian sector dcmanding their
skills. For example, a large number of airline mechanics are
reaching retirement as airlines and aircraft manufactiiring
continues to expand. The competit ion in the civilian economy tor
trained aircraft technicians isj growing even more rapidly than
that for pilots.

b. Separations surveys are collected at the urtit level and
either submitted directly to HQMC or consolidated at the senior
MSC. Inquiries to HQMC and joint career planning offices revealed
that high OPTEMPO becomes a larger factor against reenlistment as
the individual becomes older and has more military experience.
However, financial concerns, advancement/assignment opportunitiez,
and unsuitability of the military life are of equal or larger
concern to many first and second termers.

c. Commanding generals of divisions, wings, and FSSG's
receive feedback from commanders and their staff career planners
a,; well as from HQMC. The information is gathered by separations
surveys and personal interviews by career planners and commanding
officers. The existtunce of uniquo feedback tools at otny command
level is not known.

d. Estimates of separations for west coast basod combat arms
and helicopter MOS Marines range from 50 percent to 70 percent of
the time assigned to any operational unit. Marines in fixed wing
squardons deploy less often unless their squadron is assigned to a
Navy carrier air group. As previously indicated, combat arms
Marines can expect little relief from the OPTEMPO until they
become sergeants and are eligible for more non FM} assignments.
Hawaii Marines tend to be deployed less often but for longer
periods due to the logistics involved in unit movement to CONUS or
other off island training areas.

e. Support mechaniqmL or groups exist norrnma.i.y at the
battalion/squadron level, with involvement and support from higher

0
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Subj: REQUEST FOR INFORMATION

commands. Each unit's method is structured to fit that unit's
particular needs according to the local environment, the character
of the unit's operations, the composition of the dependent
population, etc. Most are variations of the Navy's Ombudsman
Wives program developed for ship crew dependents. Installations
have Family Service Centers and various counselling activities to
provide assistance. Operational policies, on the other hand, are
far more difficult to develop with minimization of OPTEMPO as the
goal. Most operations/deployments are externally driven and out
of the control of the local commander. The ýinit commander will
normally attempt to tailor the unit's activities with
personal/family considerations in mind, but quite often the timing
and nature of operations forces those considerations to become
secondary. Any break in exercises and deployments must be used
for intense individual training, maintenance, etc.

2. In summary, the steady increase in OPTEMPO over the last 8-10
years may have reached a point of diminishing returns, i.e. , the
gains in readiness realized from numerous realistic exercises and
deployments are beinig eroded by increasing dissatisfaction,
decreasing morale, and loss of experienced personnel. However, a
careful balance is critical. Readiness remains the priority.
Further, the level of OPTEMPO must allow the Marine, especially
the younger individuals, to be busy a majority of the time.
Otherwise, boredom may become as acute a problem as overactivity.

3. Headquarters, FMFPac action cfficer is Maj Burton, G-1/PRP,
AUTOVON 477-6228.

RICHARD E. BURTON

By diromtion

401



UNITED STATES MARINE CORPS
2d MARINE AIRCRAFT WING, FMF, ATLANTIC

MARINE CORPS AIR STATION

CHERRY FIOIRIT. NORTH CAAQOLI;. 2853.46001 IN IlIl Y IT I i TO

From: Commanding General, 2d Marine Aircraft Wing

To: Lie tenW.t Colonel J. L. Whitlow

Dear Lie Colonel Whitlow

I. As recent commander of VMA(AW)-533 I'm sure that you are
familiar with many of the commitments that drive the 2d Marine
Aircraft Wing's OPTEMPO. During FY-89 this Wing flew a record
155,477 flight hours and our goal for FY-90 is nearly 158,000
hours. As you can appreciate the Flight Hour Program is only a
small part of OPTEMPO. The percentage of personnel on hand in
relation to our T/O has decreased over the past couple of years
while our world wide commitments have increased.

2. The solution Lo reducing our OPTEMPO is as simple as it is
difficult -- reduce our commitments. Unfortunately, regardless
how busy our schedule gets, certain training events are required
to keep our aircrew proficiency at an acceptable level for real
world contingencies; however, whenever possible we have reduced
or combined unit training deployments, and reduced Wing directed
events.

3. To assist you in your research, I've enclosed copies of some
recent studies on our OPTEMPO. Good luck in your endeavors at
Maxwell.

R. A. GUSTAFSON

S47
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PO0GIBLE LOCAL PROBLRM AREAS VITH RECONMENUD
SOLUTION IDENIFILED BY TIlE SQQUADRO1NGROUP CONHANDERS

These are the Squadron/Group Commanders responses in order
by which most commonly referred to:

- 0FTEMPO: 0PTI;MP0 i.- certainly the mont commonly
iderti ied problem an this affects many arenas
o3uch as Family Separation, Education, Time Off',
~tc..., (Areas referring to this are highlighted

in yellow.)

Recommended Local Sroiuu[Lun:

-- Commaunderu shouil be required to justify depl.oyel
time over and above 35% to 40%.

-- Consolidate Training to reduce family separation
between deployments.

-- Well deserved "Time Off and Weekends" remain

untouchable while in garrison. Hlighlighted ar.,,i
in 223's anti 231's response cover this area wr lL.

- Although Promotions are IIQMC controlled, there
are areas that we can improve on locally;

-- Relocate Meritorious Promotion Auth to CpI and Sgt t:o
the Squadron level on a quota basis; (332's renponr,?
covers this in detail.)

NIOTE: Most refer to promotions as a IIQI4LC problem.
However, many locally controlled areas afCeul.
promotions.

aLck otf ability to g-rant time off iakes i•
difficult to use programs such as MCI's, or'f )iti.$y

Education and Rocruiters Assistance to improvo
their composite scores.

This area is broken dowwn Lu any ,,Ij. 1 ,
areas that we can affect Lo a] ILy. ..x'

-- Lack of Recognition:

- Awards: .nmdividun . Ait'd i must be nc r-,;n ed inid
reaching the "work fn rce" in a timely mnnner.

- "Time Off" is an oxc:ul.oflt tool howo.ver, a:n ud ,
earlier a diffLcu1l, one 1; uno due to L,he UP'I'1.I''P -

- Inaure that any and all. types o, " pe,!.'onau award .; i',,i

certificates are recognized in form titiens.

-- Lack of Rot:ponsibil ity: No opportunriity to exno,:i,,

their aiuthri ty due Iho "Mjcro-Mnnugimno .
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- Due to qn in(creaued OPTEMPO and decrease in personnel

our "Super,,isors" are now the "Work Force".

NOTE: There i3 no v'ecommended fix for this locally.

- LEADERSHIP: Too many petty regulations, not being trent;-]d
with respect and perceived double standards
semmn to all run together regarding local

-- Too many pett;y reglilntions and not being treated wiLhi
respect refer to regulations generally set by I[QMC
(i.e., alcohol in the bks, urinalysis testing, eto.).

- Recommendabti[n: Use the "sase man" approach and
always insure theres a "logical reason" for doing, whoit
we do.

-- Perceived double staridardo: Paragraph 3a of MAG-29's
response refers to weight control.

- Recommendatiomi: Regulations set by I{QT4C or locally
pertain to all of our marines equally. "Double
Standards" is something that cannot be tolerated
within 2d MAW.



DECLINE ZN FIRST TE~mi RE~mWxoN

"-WHO CARES?

-FXVE YEAR GRAPH

* COrUENTS

-THE FUTURE?

-THE BoTrom LINE

- Second Mfarine Alircraff Wills
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WHO CARES?

Lt. Gen Cook Msg Jul 88...

"STATISTICS REPORTED AT THE em OF 3m ouAwR•

REFLECT A LOW RETENTION OF FIRST-TENER"S A._--

CAREERISTS .... REQUEST YOUR EVALUATION AND

NECESSARY CORRECTIVE ACTlON..."

Gen Gray Msg Apr 89...

"...WE NOW FACE AN EQUALLY IMPOSING PROBLEM WITH

RETENTION OF OUR HIGH QUALITY FIRST TER14 NARINES

... BELIEVE IT OR NOT, SOME OF OUR GOOD MARINES3 ARE

_L.LEAVING OUR RANKS BECAUSE T'IEY DON 'T BELIEVE WE

REALLY VALUE THEIR CONTRIBUTIONS TO OUR CORPS!! ! .

Lt. Gen Hudson Msg Apr 89...

"... AGREE WITH CON3EN3US OF CAROLINA [N[ULERAI-

THAT PROMOTION3, A33IGNMeNT3, AND LATERAL MOVES

ARE AMONG THE MOST IMPORTANT FACTORS THAT AFFECT

RiENLxISTENT OF OUR FIR5T TERM MRINES3."

Maj. Gen Gustafson Msg Apr 89...

"...A3 I HAVE '%YAD BEFORE I AI -.ONCrinmem ABOUT

OUR ABILITY T0 RETAIN OUR QUALITY MARXINES.

THIS IS PARTICULARLY TitrUE OF ns FIRST R....

SecondM ar-lne Aircraft Wing
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2ND MAW FIRST TERM
REENLISTMENTS VS. EAS POPULATION
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COMENTS

• SOuJADRON CO

"THE OPERATIONAL TEMPO (W•! "S, MNI-DLrTl S,

ALPXNE WARRIOR, COLD WIXNTR. SOLID SHZELD) XS

TOO INTENSIvE. EXTIENSIXV SEPARATION3 PROM

FAMILY MEiBERS CONTRIBUTE TO MARITAL AND

FIrNANCIAL PROBULEM.'

*GROUP CO

'Too MUCH FAMILY SEPARATION IX CLOSELY

TIED To OPTE0O• AND WHILE I AGREE, MUCH IS

LEYOND GROUP AND r"YN W•XG CONTROL. THE 6

MONTH BUILD UP PRIOR TO LF6F CONUS DEPARTuRE

U•UALLT INCLUDES 90 PLU3 OR MINUS NIGHTl

AWAY FROM HOME.'

S SPOUSE
'W NUSrIAND "A. BEEN uM'E A TOTAL OF 3

WEEKS IN THE PAST 4 MONTHS AND- IS LEAVING

AGAN TODAY• '

[OP'TDIPO)Secnd Marine Afrcrafr Wi n'g -P 4

54

-..---. __



COMMENs

Giltoup CO
'SQUAWE AWAY ENLISTED PROMOTIONS ONCE

AM; FORAL. FURTHER, PROMOTIONS musT Br.

EQUAL ACROSS THE BOARD AND NOT SkEWED

BECAUSE OFr IpMLAncES IN MOS'3. Ar~nx-m
IMBALANCES THROUGH RETIREENTSf~ RELEASES,

L-Tc. Evzvt' MARINE muST KM THAT AT A

CERTAIN STAGE IN HIS CAREER HE HAS A CHAN4CE

TO Be PRMTED. THIS EXPECTATION X3 CRI-TICAL.'

* u~r CO

'... IF I COULD TELL A YOUNG LCPL OR CPL

"YOU WILL B3E PROMOTED IN JANe 92" MoANY OF THEM

wouLD STAY. THEY WANT TO KNwu WHAT Is GOiNra

TO HAPPEN TO *THEM.'

SQUAROIN CO
'LACK OF PROMOTIONS: THE AVERAGE MARINE

I.S PROMOTED TO LANCE CORPORAL WIThIN THE FIRST

WEAK OF JACu B L6VF WFIT A 1 UW VE PrI~ HE P~& Z 3'".I M.LUG f I~w"M fl.lKsNX

WOS POPULAT-ION AND COIWoSITr- SCORE REQuIREpoENT,

"AVERGES 2-3 'rEAR BEORme THEY ARE PRMmmOTD To

CORPORAL. REGULAR PROMOTION nrpoRTUNITe Z NEED

TO IBE INCREASE TO FIX TIH2S PROBLEM.'

LIFEIRNndaz'%ra r~E1 Wing



COIHENTS _

SQUADRON CO

'WHIEN THERE ARE SNCO'"s womRIN 10-14 HOURS

A DAY ON AIRCRAFT SIDE BY SIDE Wl TH"E MUNIOR

MARINES, IT IS SOMETIMES ALMOST I:POjS:ILE TO

TAKE THE TIMIE TO SIT DOWN WITH THE INDIVID:lAL

MARINE FOR THE ONE ON ONE COUNWELLINr SIESSON

TO POINT OUT SHORTFALLS AND TO PRAISE THEN FOR

A 300 WELL DONE, AND GET HOME TO REFS3T UP FOR THE

NEXT DAY a WORK.'

•SGUADRON CO

'... IF WE WANT TO RETAIN QUALITY MARINES,

"THEN UE NEED TO TREAT THEN AS QUALITY MARINES.'

GNCO
'No RECOGNITION OR OFF-SE'TTING COMPENSATION

FOR LONG WORKING HOURS OR A 3OB WELL DONE.'

NCO
"LEADERS [DON'T SHOW RESPECT FOR NCO's,

THAT THEY ARE NOT INCORPORATED INTO EL41ENTAL

DleCXSION mAKING PROCES.SE/THAT THEI"rR IDrA3 AND

OPINIONS ARE NOT SOUGHT.

[LEADERSHIP]
Second Marln Aircraft Wing
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THE FUTruRE?

*Ii FY 90 THE NUMBER OF FIRST-T!U4ES

(AS DEFINED IN RETENTION REPomivmG) DROPS

FRWN APPROXIMATELY 1600 To ABOUT 800.

uTHE DROP 13 DUE, IN PART& TO THE NWUMER OF

6 YAR mNLIsTMENTS WRITTEN DuRiNG FY 86.

*Ho WILL THE3E SM4ALLER NUMERS in FY 90
AFFtCT OUR FiR5T-TE4EzR RL-EmTETom IN FY 90?

OWMIAT RW ALX3TMENT PATTERN3 WILL ThE. 6 Yr~j

CMNX =El EXHIBIT WHEN THE OPPORTUNITY FOR

THEIR PIRST BERNLE31MM~EI ROUL S AROUND?

L - WILL THEY 'BEHAVE' LIKE FIRST-TERdERS,

OR WILL THLEY EXH18BIT AS A 6LkOUP THE

HIGHER RETENTION RATES OF THE INTZR-

MEDIATE TEU MARINE?

L-ýSecond MarliyawAircraft Wing



THE BOTTOM LINE

"o ALTHOUGH OP TEMPO' IS AN IMPRECISE TEM ITX

HAt A CLOSE RELATIONSHIP TO THE TOTAL WORK

ENVIRONMENT IN WHICH THE INDIVIDUAL MARINE

FUNCTIONS AND SUBSEQUENTLY FORMS PERCEPTIONS

ON REENLISTMENT AND CAREER POTENTIAL.

"0 "OP TEMPO" THAT XS NOT PROPERLY MANAGED MAY

CONTRIBUTE TO A BREAKDOWN OF POSITIVE LEADERSHIP

TECHNIGUES, 1I3LATE JUNIOR MARINES AND XNCRr¶%E

JUNIOR APRINES' DIXSATXSFACTION WITH THE • • RINE

CORPS AS A CAREER.

" FAIR CAREER POTENTIAL" IS A COMPLEX,

INDIVIDUAL PERCEPTION THAT MUST BE ADDRESSED

AT A PER3ONAL LEVEL WITH EACH MARINE.

A* LEADERS WE MUST DELIVER THE RMULTS OUR

MARINES EXPECT AND DESERVE.

Second Marine Aircrftr Wing
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CG .FOURTA MEB CG SECUND FSSG
SECOND 3R.1 GROUP

ST;

UNCLAS //N03000//

SUBJz. OPS TEMPO

A. CC FMFLANT 081200Z NOV 89

1. IN RESPONSE TO THE REFERENCE, TriE OPS TEMPO OF THE 6TH .AFj AS IT
RELATES TO OUR MSE'S PRIMARILY LIMITED TO OUR AN,•U•L tMF
EXERCISE, MMC'S ARE (uNi CONDUCTE.D BIANNUALLY AMJD ARE CO4S'IORED
ESSENTIAL. OUR MPF E"1ciSE IS A JLS DIRECTED REIIUIREMENT AND IS TiE

..ON'" EXERCISE OPPORTUNITY THAT TniE 6TH MEB CE HAS TO TRAIrj YITm OuR
-M, IN'THE MPF ROLE. THIS IS CONSIDERED MINIMAL FOR OPER/ATIONAL
RE.,,..NES3 OF THE MPF MEb. WHILE AdE AGREE THAT OPS TEMPU MUST BE
ADDRESSED, ,THE.LOSS OF THIS ANNUAL MPFEXERLISE WILL SIGNIFICANTLY
.IMPACT THE COMBAT READINESS OF THE FORCE OVER THE LONG TERM.

:2 THE EXTENT OF FMFLANTIS UP tEmPU IS FELT PRIMARILY BY TilE MSE'S
'.ANDNOT-BY.:THE CEO EXERCISE AGILE SWURD, BATTLE STAFF TRAINING (bSi)

"AND THE LFTCPAC MPF STAFF PLANNING CRS ARE THE ONLY 6TH MHF-GENERATED
EXERCISES/TRAINING THAT' DIRECTLY AFFECT OUR MSE'S, EXERCISE AGýL.E

-• LI-- IRA.--R K.UP--hZO.-.OUIf.-AM•NU AL .- MPEF-OPE •...ItN-.AD.5.BL.A- ____

• THE. STAFF PLANNING. CRS HAVE PROVEN MOST VALUAdLE INJ DEVELOPING STAFF
EXPERTISE AND IMPROVING THE INTERRELATIONSHIP BETHEEN TmE CE AND OUR
MSES. IN RECOGNITION OF THE(:,H iUP Q,_.U.l --LP, 'WE ARE
CURRENTLY PLANNING AGILE SvORD-w-TY -bE CONUC.TEI) AT CAMLEJ IN A
SIMPLE, BUT STILL. EFFECTIVE, MANNER WHICH WILL CAUSE UIJk MSE'S TO
INCUR THE.LEAST AMOUNT UF ADDITJONJAL REASOULIRCE GRAIN AS POSSIBLE.
3 SINCE OUR MSE'S ARE NOT nOFOCATED SO L Y TO ATH MFR. AND MLU!-JT

. dG-3(3).. INFO FOR CG SECUON MAA(21) 03000/ I/O0014

%PAO(1) W3gC (4)*",G- • (l)

3816/7900/340 1 UF 2 ,%11 0362 340/17:55Z 0J61515Z DEC 8 9
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UNITED STATES MARINE CORPS
30 MAARINE IRCRAFT WING. 0MFPAC

"MCAS. 9L TONR
SANYA ANA. CALIV ORNIA Ba7091"001 IN *EPLV R EEN TO:

12 January 1990

From: Assistant Chief of Staff, G-1, Third Marine Aircraft Wing,
MCAS El Toro, Santa Ana, CA 92709

To: LtCol J. L. Whitlow 465 74 5462/7511 USMC, Air War College,
Air University, Maxwell AFB, AL 36112-5000

Subj: OPTEMPO, MORALE & RETENTION

Ref: (a) Your Itr of 14 Dec 1989

Encl: (1) Summary of Separation Surveys (Officer & Enlisted)
(2) Third MAW Order 1750.5
(3) MWSS-373 FACTeam PROGRAM

1. This letter responds to your request in the reference for
information related to the effects of OPTEMPO on morale and retention
and the existence/utility of feedback mechanisms used in this command
to alert commanders to OPTEMPO problems. Let me say at the outset
that much of what I will offer is subjective because of the enigmatic
nature of the concept of OPTEMPO and because of the inherent
difficulties associated with measuring morale. I will provide some

tatistical information that depicts how former Third MAW Marines
elt about family separation as a reason fcr getting out but even

this data is somewhat inconclusive because such time away from the
family is only A part of thL larger OPTEMPO issue.

2. OPTEMPO in Third MAW is a function of several variables which dre
not unique to this command. These variables include manpower
dvailability, aircraft/equipment readiness and commitments such as
participation in the Unit Deployment Program, MEU (SOC) floats,
Combined Arms Exercises, various MEB and higher-level exercises,
Weapons & Tactics Instructor Course support, drug enforcement ops,
and the myriad of squadron-level training evolutions (incluling FRS
ops) so vital to warfighting readiness. We are a busy command but,
from where I sit, we're not so busy that either morale or retention
is adversely affected to an alarming degree.

3. Naturally, certain types of units and certain MOS's feel the
pinch more than others. Not surprisingly, our helo squadrons andsupport type units (MWSS/MWCS) participat to some extent in

virtually all major evolutions in addition to the internal training
they must accomplish. Within these units, personnel in MOS's which
may be undermanned tend to meet themselves coming and going but there
is a minimui of inequity due to the close management of these assets
at all levels, including HQMC. It is my sensing that most Third MAW
Marines and their commanders expect to be busy and, in fact, strive

o stay that way. The Commanding General keeps a very close eye on
he level of activity throughout the Wing and demands that his

-commanders do the same. OPTEMPO, therefore, does not appear to -.ause
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significant morale or retention problems in Third MAW. It is a
constant concern, though, particularly in units that are very busy
in between UDP and MEU (SOC) deployments. Family separation, whether
in large chunks or smaller increments, has the same effect on morale
and retention.

4. Enclosure (1) depicts a summary of data from several hundred
questionnaires administered to separating Third MAW Marines here at
El Toro during a portion of CY 89. Unfortunately, for your
particular purposes, these questionnaires don't specifically probe
the OPTEMPO issue as such and the results are not tabulated by MOS or
unit. They do, however, reveal that many separating enlisted Marines
are more concerned about pay & allowances than family separation as a
primary reason for getting out. Lack of perceived promotion
opportunity is also cited with virtually the same frequency as family
separation as a factor in deciding not to reenlist. The picture is
a bit different among officers who list family separation as the
most important reason for their decision to become civilians. A
revealing statistic not included in the enclosure is the fact that
the Third MAW was the only major command in the Marine Corps to
achieve reenlistment goal for FY89. Additionally, the Third MAW
Career Planner has informally canvassed the Career Planners

,throughout the Wing and he reports no visible evidence of a negative
'ffect on retention caused by OPTEMPO/family separation. For a
iroader view of reasons for separation throughout the Marine Corps 1
would recommend that you call HQMC (MMEA-6), AVN 2.4-2646/2868.
This branch is the repository for all separation survey
questionnaires completed at major commands.

5. Concerning feedback & support mechanisms, Third MAW has
established Family Action Contact Teams (FACT) in every
squadron/battalion. These teams, composed of unit wives, are
naturally most active just prior to and during unit deployments
and they have proven invaluable in smoothing out the bumps associated
with family separation. In reality, these teams perform both the
support and the feedback function because they can be a useful source
of information even when units are at home base. Considering that
there are always 5-7 units on long--term deployment (UDP & MEU) or
working un. npus all the local squadron deployments, detachments and
exercise support packages, these FAC Teams get a good workout.
Enclosure (2) is a copy of the curient Third MAW order on the FACT
Program and enclosure (3) is a summary of how one of our units
implements the concept.

6. I am reluctant to state a command position on the matter of how
much family separation should be expected of our enlisted personnel
during the course of a normal tour/career. By Marine Corps policy,
deployable Marines should plan on two six-month "pumps" overseas

• Idurinq a 3-year tour to establish a DAUS (DR) prior to transfer.
Then I ask this question of our wing chaplains, they generally answer"
in two parts: (1) Six-month deployments ar;e too long and should be

a



shortened by half, and; (2) No more than approximately 25% of a
Marine's tour in the Wing should be spent in a deployed status.

7. Summary comments: OPTEMPO is a top-priority issue in Third MAW,
not because it generates morale or retention problnms, but because
of the natural inclination of units to want to stay busy on the one
hand and the concurrent desire of the Commanding General and his COs
to strike the proper balance on the other. By survey and through Che
opinions of those who stay abreast of OPTEMPO, family separation,
morale, etc., I ccnclude that an admittedly high OPTEMPO in this
command does not produce clearly defined or significant morale or
retention problems. The potential for such problems to occur is
always there especially when units maintain a busy schedule in
CONCUS and then deploy overseas for six months. But our unit
commanders, senior SNCO leaders, chaplains and FAC Teams are
successful in the early identification of problems related to
OPTEMPO/family separation.

8. I am available (AVN S97-4135) should you require clarification or
additional information. You've chrc.n a "soft" concept to try and
get your arms around. Best of luck. I hope the observations in
this letter will be of use.

S. M. DAY
Colonel USMC



SUMMARY OF SEPARATION SURVEYS (OFFICER & ENLISTED)
APR - OCT 89

BACKGROUND

- Separation survey lists 34 possible reasons for leavinig the USMC.
- Those related to OPTEMPO include:

- Lack of freedom to use non-working hours as I want
- Too many PCS moves
- Too much family separation
- Dislike field duty
- Dislike deployments aboard ship
- Working hours too long

- Only the family separation choice was listed by more than 2% of
enlisted Marines surveyed.

OFFICER RESULTS

Total surveyed: 141
- Top 5 most important reasons for separating from the Marine Corps

- Too much family separation (15.6%)
- Unable to sufficiently plan/control career (9.2%)
- Feels performance record not competitive for promotion (7.8%)
- Too much paperwork (7.1%)
- Suppressed initiative, creativity, professional stimulation (6%)

ENLISTED RESULTS

- Total surveyed: 1030
- Top 5 most important reasons for separating from the Marine Corps

- Pav •nn Allnw~nn tno low (1R.61)
' ____ .... ......... ... ... . .. I

- Too much family separation (12%)
- Not enough promotional opportunity (11.4%)
- Poor leadership of immediate supervisor (9%)
- Too many petty regulations (4.6%)
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0-1 *ciob
9 Aug 1988

WING ORDER 1750.5

From: Commanding General

To: Distribution List

SubS: Family Action Contact Team (FACTeam) Program

Ref: (a) OPNAVINST 1750.1A
(b) 5 U. S. C. Subsection 552a (Privacy Act of 1974)

(MOTAL)

Encl: (2) Commanding Officer FACT.am Duties/Responsibilities
(2) Sample Letter of Appointment for Chairpersons
(3) wing Assistant Chief of Staff, G-1 FACTeam Duties/

Responsibilities
(4) MCAS, El Toro Assistant Chief of Staff, Training/Training

Audio Visual Support Center (TAVSC) Services
(5) Deployed Unit Information Hotline

1. Purpose. To promulgate policy and procedures for the implemen-
tation of the FACTeam within the 3d Marine Aircraft Wing (3d MAW).

2. Cancellation. WgO 1750.4.

3. Information. As emphasized in reference (a), the family is an
important part of the military team. The morale and job perform-
ance of Marines are directly related to the well-being of their
families. As official representatives of Marine Corps families,
the Family Action Contact Team (FACTean) plays an essential role
in establishing and maintaining communication among the commander
and spouses as well as providing a means for wives, with mutual
conceins and problems, to seek help &nd share camaraderie.

4. General. To ensure a smoothly functioning support program for
routine operational commitments, (e.g., short deployments to CAXs,
AOTs, Cold Weather Training) six-month deployments afloat/in
Okinawa, and for unscheduled deployments during crisis situations,
FACTeams vill be active at all times within 3d MAW groups.

5. Action

a. Commanding Officers will provide support for FACTeaas per
enclosure (1) and designate chairpersons as depicted in enclosure
(2). Reference (b) authorizes the release of wives' addresses and
phone numbers to the FACTeams.

ENCLOSURE Or I
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WgO 1750.5
9 Aug 1968

b. The Assistant Chief of Staff, G-1 Vill provide support for
FACTeaus per inclosure (3).

c. The Aasistant Chief of Staff, Training, MCAS, El Toro has
made available, on a not to interfere basis, FACTeam support per
enclosure (4).

d. Enclosure (5) provides Hotline information/procedures.

e. The Family Services Center (FSC) will provide those ser-
vices inherent within their organization and charter to the

SFACTeam. In addition, the FSC FACTeam coordinator will maintain
and issue FACTeam Notebooks to designated Commanding Officer
Chairpersons six months prior to a deployment. These notebooks are
designed to augment present group and squadron FACTeam Programs.

Chief of Staff

DISTRIBUTION: LI/L2/L3
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WgO 1750.5

9 Aug 1988

ccp(MADIKG OFFICER PACTEAX DUTIES/RESPONSIBILITIES

Commanding Officers will:

1. Designate the chairperson (preferably the group/squadron/de-
tachment commander or executive officee's wife) from among spouses
within the command.

2. Publish an official letter appointing the chairperson (enclo-
Ssure (2)).

3. Assist spouses selected to serve as chairpersons and team
leaders in obtaining appropriate information and training from
the FSC.

4. Establish detailed procedures to ensure that FACTeam members
are able to perform their duties.

a. For deployed squadrons, designate the group executive
officer as the liaison officer/point or contact (POC) for the de-
ployed squadrons' FACTeam.

b. For deployed detachments, designate the squadron executive
officer as the liaison officer/point of contact for the deployed
unit's FACTeam.

c. Direct that monthly meetings be held by liaison officers
with chairpersons of deployed units to assist with problem areas
and support/planning requirements.

d. Provide the FACTeas with a unit alpha roster noting the
home addresses and telephone numbers of married service members
within the organization.

(1) Reference (b) provides for the release of this infor-
mation with the consent of the individuals listed.

(2) Those individuals not wishing to participate may do
so by notifying a FACTeam member or the Commandinq Officer.

e. Provide an official rosta. of '-A~ce" cbsalr-parons tu the

appropriate group and squadron executive officers with copies tothe Group Chaplain, Wing Special services Officer and Wing Assis-

tant Chief of Staff, G-1.

f. Judicious use of "postage paid" indicia for FACTeams will
be approved by the appropriate group/squadron commanding officer
per established directives. Existing command Family-grams and

ENCLOSURE (1)
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WgO 1750.5
9 Aug 1988

other Family Service Center information Railings will be used to
announce FACTeam activities and any other official U.S. Government
information of importance to Marine Corps members and their fami-
lies. Information concerning voluntary organizations may be in-
cluded if it supports the health and welfare of command personnel
and their families. Unofficial support of this nature must be
gratuitously provided by the sponsoring organization.

5. Establish a Deployed Unit Information Hotline within the group
and ensure it is operational and current on a continuous basis per
enclosure (5).

a. Provide weekly information to the group and separate
squadron commanders concerning significant events or activities
which may be uf interest to dependents.

b. Ensure that classified information is not compromised.

c. Coordinate the transfer of this information to the assigned
telephone answering machine provided by the group (this coordination
can be accomplished by a designated group/squadron staff FACTeam
member as appropriate).

(1) The answering machine will be located within the group's

or squadrons' spaces.

(2) Maintenance will be provided by the appropriate S-4.

6. Provide spec~ial assistance to FACTeams as required (e.g., per-
sonnel to assist wives set up tables, athletic equipment, etc., for
FACTeam events when requested).

7. Ensure, upon completion of the FACTeas chairperson's and team
leaders' tour, that these wives receive appropriate recognition of
their performance.

a. A Certificate of Commendation from the Commanding General,
3d MAW is appropriate for squadron level chairpersons.

b. Team Leaders and squadron/detachment level chairpersons
should be recoqnized by appropriate letters/certificates from
squadron comm inders.

ENCLO0SURE (1)
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WgO 1750.5
9 Aug 1988

SAMPLE LETTER OF APPOINTMENT FOR CHAIRPERSONS

From: Commandinq Officer,
To: Mrs. Marvin Marine

Subj: APPOINTMENT OF FAMILY ACTION CONTACT TEAM CHAIRPERSON FOR

X SQUADRON/GROUP

"Ref: (a) Chairperson's Handbook for FACTeam Deployment Program

Encl: (1) Duties/Responsibilities of FACTeam Chairperson

1. You are hereby appointed Chairperson for the Family Action
Contact Teas (FACTeam) for X Squadron/MAG.

2. The enclosure outlines the duties and responsibilities of
FACTean chairpersons.

3. It is requested that you contact the XCAS Family Service Center
at your earliest opportunity for assistance and guidance.

4. I invite you to visit with me and my executive officer at an*
early date to discuss the FACTeam Program.

5. The reference provides detailed information regarding the
FACTeam anid is available at the Station Family Service Centair.

I. M. COMMANDER

ENCLOSURE (2)

4
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WgO 1750.5
9 Aug 1988

WING ASSISTANT CHIEF OF STAFF, G-1 FACTEAM DUTIES/RESPONSIBILITIES

The Assistant Chief of Staff, G-1 will:

1. Serve as the point of contact for the 3d MAW with the MCAS
Family Services Center for FACTeam matters.

2. Serve as the point of contact within the Wing for all FACTeam
matters.

3. Exercise staff cognizance over the 3d MAW FACTeam program and
provide technical guidance to commanders.

4. Support the Group/Squadron FACTean workshop program by assis-
ting wives in arranging seminars and other training as requested.

5. Assist Group/Squadron FACTeams in securing unit areas for
events such as picnics, homecoming reunions, holiday events, etc.

6. Ensure that instances of inadequate support of authorized
FACTeam activities/requQsts are investigated and appropriate au-
thorities are advised so that corrective action, if required, can
be taken.

7. Provide adminiatrative support, not available at the Squadron/
Group level, which does not duplicate or replace the support of
the Family Services Center.

EINCL0SURE (3)
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Wgo 1750.5

9 Aug 1988

NCAS EL TORO ASSISTANT CHIEF OF STAFF FOR TRAINING/TRAINING AUDIO
VISUAL SUPPORT CENTER (TAVSC) SERVICES

The TAVSC Is available to provide the following on a not to inter-
fere basis:
1. Assist FACTeams in converting Beta video tapes to VHS if

necessary in order for wives to view tapes sent by deployed untits
(many Naval vessels have only Beta machines for recording messages
to FACTeams).

2. Tape FACTeam activities for viewing by deployed personnel.
Such request* will be forwarded via the squadron's/group's FACTeam
point of contact or chaplain.

I ,

ENCLOStTR (4)
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WgO 1750.5
9 Aug.1988

DEPLOYED UNIT INFORMATION HOTLINE

I. Answering machines will be provided to the Groups for use in
the unit deployment and MEU deployment programs.

2. The answering devices will be attached to telephone lines lo-
cated in the Group/Squadron area. These machines, when in use,
will be employed on a 24 hour basis.

3. Deployed aircraft/squadron/detachments commanders or their
designated representatives will provide weekly information to the
aircraft group commanders concerning significant unit events or
activities which may be of interest to dependents. Messages, Naval
Speedletters, or telephones may be used to provide information to
higher headquarters. Commanders will ensure classified informa-
tion is not compromised while passing this information.

4. The aircraft group commanders or their designated representa-
tives will pass the information to the designated individual on
their staff or FACTeam member responsible for attending the tele-
phone answering device. The information will be updated week.ly or
as often as needed/possible. The format for the telephone message
will follow the form provided in page 2 of this enclosure.

5. Dependents may leave messages as required at the end of the
recorded message. The designated Hotline attendant will review
the messages daily.

6. Answering device telephone numbers will to publicized as broad-
ly as possible in such publications as the Plan of the Day, group
newsletters and pro-deployment booklets.

7. A log of all calls received will be maintained to determine
usage factors, to modify content, and for future general planning
purposes.

ENCLOSURE (5)

'7
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WgO 1750.5
9 Aug 1988

PFAMM WEKll TULZtPHONE TRANSCRIPT FORM

Aircraft Group: DatG: _ _ essage Number:

Deployment:

"Thank you for calling (Aircraft Group) FACTeam information
hot line. This is an updated message for the week of
through •_

Date Date

I,

ELCWSU•R (5)
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Wgo 1750.5
9 Aug 1938

CO(ANDING OFFICER PACTEAM DUTIES/RESPONSIBILITIES

Commanding Officers will:

I. Designate the chairperson (preferably the group/squadron/de-
tachment commander or executive officer's wife) from among spouses
within the command.

2. Publish an official letter appointing the chairperson (enclo-
sure (2)).

3. Assist spouses selected to serve as chairpersons and team
leaders in obtaining appropriate information and training from
the FSC.

4. Establish detailed procedures to ensure that FACream members
are able to perform their duties.

a. For deployed squadrons, designate the group executive
officer as the liaison officer/point of contact (POC) for the de-
ployed squadrons' FACTeam.

b. For deployed detachments, designate the squadron executive
officer as the liaison officer./point of contact for the deployed
unit's FACTeam.

c. Direct that monthly meetings be held by liaison officers
with chairpersons of deployed units to assist with problem areas
and support/planning requirements.

d. Provide th•e FACTeam with a unit alpha roster noting the
home addresses and telephone numbers of married service members
within the organization.

(1) Reference (b) provides for the release of this infor-
mation with the consent of the individuals listed.

(2) Those individuals not wishing to participate may do
so by notifying a FACTeam member or the Commanding Officer.

Q. PrOVIde an officiai roster of FACTeam chairpersons to the
appropriate group and squadron executive officers with copies to
the Group Chaplain, Wing Special services Officer and Wing Assis-
tant Chief of Staff, G-1.

f. Judicious use of "postage paid" indicia for FACTeams will
be approved by the appropriate group/aquaAron commanding officer
per established directives. Ycxitting command Family-grams and
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MWSS-373 FACTeam PROGRAM

1. The keyperson shall be the wife of the CO or X0.
2. The FACTeam members must be wives of officers or SNCO's

who volunteer.
3. The S-1 officer shall compile and maintain a list of

squadron spouses that includes the names of their
husbands, and the address and telephone number where
they can be located at. It shall be updated at least
once a quarter, and data shall be obtained from newly
joined married Marines as a part of their check-in
process.

4. An annual brief of FACTeam functions shall be conducted
to inform spouses of the role of the team and the
service agencies that are available to help.

5. Because of the nature of deployments in this squadron,
the members of the team will not be assigned a number of
spouses on a continual basis. Instead, spouses will be
assigned to an available team member shortly before the
Maiines depart for the deployment. The member shall
then remain responsible for the assigned spouses for the
duration of the deployment.

6. Before a deployment a list of married Marines
participating on the deployment, complete with spousal
data shall be delivered to the keyperson. She shall
then divide the list of spouses evenly i.mong the team
members who will remain in the El Toro area for the
duration of the deployment.

7. When a team member is given her list of spouses, she
will contact the individual spouses either by phone or
by letter, advising them that she will be their point of
contact for the FACTeam for the duration of the
deployment, and how she can be reached. The S-1 shall
retain a supply of form letters for use by team members
in performing this function.

0. A tape recorded message shall not be available during
deployments when the squadron maintains a rear
detacthment at El. Toro. The squadron co,,mand element,
rear element or duty office shall perform this function
on such deployments. A recorded message will only be
used when the entire squadron deploys.

"9. When the entire squadron deploys, a designated officer
shall regularly provide the keyperson with an
unclassified list of squadron activities. The keyperson
will then prepare a newsletter for circulati.on among
squadron spouses.

SNCLOSURE ({ )
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DUTIES of FACTeam KEYPERSON

1. Maintain regular contact with team members.
2. Assist team members in resolving problems.
3. Maintain regular contact with the MWSG-37 Chaplain on

FACTeam matters.
4. Maintain regular contact with the various family support

agencies available on base.
5. Maintain regular contact with the MWSS-373 CO/XO on

FACTeam matters.
6. Maintain regular contact with the MWSG-37 XO on FACTean

matters when the entire command element of MWSS-373 is
deployed with the squadron.

7. Act a& the central point of contact between the squadron
and the FACTeam when the entire squadron is deployed.

8. Notify the squadron command element of all FACTeam
matters that are of a serious or emergency nature.

9. Assist FACTeam members in the performance of their
duties, and coordinate the overall effort of the team.

DUTIES of FACTeam MEMBER

1. Maintain regular contact with the keyperson.
2. Act as the main point of contact between keyperson and

spouses.
3. Assist spooisds in the resolution of personal problems.
4. Refer prdblems that cannot be resolved to the keyperson.
5. Notify the keyperson of all FACTeam matters that are of

a serious or emergency nature.
6. Contact the spouses assigned to your team and advise

them that you will be their point of contact for the
duration of the deployment.

/(,
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0 5 JAN 199

From: LtCol J. L. Whitlow, U.S. Marine Corps
To: Commandant of the Marine Corps, (MPP/MA)

Washington DC 20380-0001

Subj: Request for Information

Encl: (1) Proposed Problem Statement for Defense Analytical
Study

1. I am one of five Marine students in the Air War College at
Max%,'ell AFB, AL. In the course of our curriculum, we have the
opportunity to study some facet of the Defense establishment with
a view toward honing analytical skills and providing useful
information for decision makers. The enclosure briefly describes
my topic. It is a subject that is on the hearts and minds of
many unit commanders as they seek ways to minimize the adverse
effects of high OPTEMPO on morale and retention within their
unit. With the specter of force structure cuts at hand, and the
very real possibility that CINC's will require at least as much
forward deployment as in years past, maintaining high mol'ale
within our units will require a more an3lytical view toward
developing an *ppropriate OPTE11PO.

2. In the course of studying this topic, I hope to accomplish
the following:

a. Clarify the problem (if it. exists).
b. Examine feedback mechanisms, and co,-conmcnd improvements.
c. Provide recommend.lations that may minimize .idverse

effects.

3. In order to comiplete the project, I am requesting access to
certii.i informatort listed below and current views or additionalinform tion ivailablle concerning some ,iidition questions:

Information:

' .:. Do 1 L ,S, a •r -. r t. I -- '.-, *"u O', , r t"e 4- past *"e year
(FMF only).

b. Summary of flnlisted Retention "It tistics over the past
ten year.s (FMF only).

c. -IMS Diati as to averv.e number of -ilys flop]oyed within th(
I.'MF (by _,,it, by MOS, by Geo.jr>tphic Locat.ion).

.tio' .ions:

d. What role does forwar,l depcoyment and/or OPTELIPO
requirements have in developing force structure or manning
requirrements?
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e. How much deployc:1 tim, does the average Marine accumulate
over the course of :a carcer or in the course of the FMF tour
(Ground, Aviation, CS;)?

f. Does the rlarine Corps have a "standard" concerning the
amount of deployed time considered to be the norm, or beyond
which is not considered to be advisable?

g. What are the current rotation tour date policies
concerning time between DAUS restricted tours?

h. Are there any automato-d systems which give visibility to
accumulated deployed time besides !M*I?

i. At what command level is average accumulated deployed
time by unit ave.ilable?

j. Are there any quality of life programs that the Marine
Corps is examining with a view towards minimizing the impact of
family separation on junior enlised Marines and their dependents?

4. Realizing that this is a busy time of year, I will be most
appreciative of any assistance you can give me in developing this
information. It would be of great beniefit if I could receive a
reply by 2 February 1990. For any clirifying information, please
call me at (AV) 2L85-2122.

Very respectfully,

J. L. WIIITLOW
LtCol USMC

1I
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DEPARTMENT OF THE NAVY
HEADQUARTERS UNITED STATES MARINE CORPS

WASHINGTON. D.C. 20380-0001 IN REPLY REFLI 100f MPP-53

From: Commandant of the Mar, - Corps
To: LtCol J. L. Whitlow, ULKC., Air University, Air War

College, Maxwell Air Force Base, AL 36112-5522

Subj: REQUEST FOR INFORMATION

Ref: (a) Your itr of 5 Jan 1990

1. In response to the reference the following information is
provided:

a. Results of Separation Surveys over the past ten years (FMF
only).

Resyonsg. Due to a low response rate since its inception,
cumulative results of the Separation Survey are not yet a reliable
source of information. Corrective action is currently on-going,
which will stress the importance of survey submission.

b. Summary of Enlisted Retention Statistics over the past ten
years (FMF only).

E s . We do not maintain enlisted retention
statistics by location. Since Marines transfer between FMF and
non-FMF tours, it is infeasible to ascertain if these tours cause
any significant differences in retention.

c. MMS Data as to average number of days deployed within the
FMF (by Unit, by NOS, by Geographic Location).

Responsp. This request was dropped at your request.

d. What role does forward deployment and/or OPTEMPO
requirements have in developing force structure or manning
requirements?

Response. Force structure and manning requirements are
continuously reviewed and updated. Forward deployed forces are
yoneraily staffed at a higher manning level, but OPTEMPO is not a
specific factor in determining manning levels. Current manning
levels for MEU (SOC) battalions is 100% of T/O and 100% of
staffing levels for battalions on the UDP. The manning level for
battalions not forward deployed or based is 100% of the staffing
levels of the remaining pool of personnel; efforts are made to
share the remaining personnel. assets fairly.

e. How much deployed time does the average Marine accumulate'
over the course of a career or in the course of the FMF tour
(Ground, Aviation, CSS)?
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Response. To answer this question we would have to take a
"snapshot of the Marine Corps on a given date and then average the
total deployed time. This is too time-consuming to accomplish.

f. Does the Marine Corps have a "standard" concerning the
amount of deployed time considered to be the norm, or beyond which
is not considered to be advisable?

Response. There! is no standard concerning the amount of
deployed time considered to be the norm or beyond which is not
considered to be advisable other than common sense. Individuals
who feel that they have been deployed an excessive amount may
request/receive consideration from their monitor for next duty
location. "'he person-to-person method is how we resolve any
conflicts ii this area.

g. What are the current rotation tour date policies
concerning time between DAUS restricted tours?

Response. ThL current rotation tour date policies
concerning time between DAUS restricted tours are:

- There should be a minimum of 24 months between DAUSDR
tours.

- The goal is at least 5 years between unaccompanied
__tours.

h. Are there any automated systems which give visibility to
accumulated deployed time besides MMS?

Reponse. No there isn't.

i. At what command level is average accumulated deployed time
by unit available?

Response. Deployment information is kep• at the
battalion/squadron leve. Those records include deployment
information that may not qualify for ADT (not entered in the MMS),
because the deployment was less than 10 days in duration.
Information on the unit's depl-'yment can be found in the
semiannual Command Chronology.

j. Are there any quality of lite programs that the Marine
Corps is examining with a view towards minimizing the impact of
family separation on junior enlisted Marines and their
dependents?

Response. Quality of life programs in the Marine Corps
help minimize the impact of family separation not only on junior,
enlisted Marines and their families, but on all Marines and their
families. The programs offered range fiom command religious
programs, to MWR club dnd recreation programs, to child care and
Family Service Center operations.



Included in the services provided by the Family Service Center
that can help the family during a deployment are:

- Pre- and post-deployment briefings
- Deployment support groups for waiting spouses and children
- Employment assistance for spouses
- Relocaticn assistance
- Financial counseling
- Information and referral services for such things as health

care, child care, consumer affairs, etc.
- Personal and family counseling
- Parenting classes
- Child abuse/neglect prevention and intervention
- Assistance to Key Wives organizations and Family Readiness

programs

(1) Family Service Centers are located on 18 major Marine
Corps installations. In addition, toll-free lines exist at MCB
Camp Pendleton and MCCDC Quantico. Information and referral
services are available through this manner to family members who
may be located away from a major base during a Marine's
deployment.

(2) A specific publication was developed and distributed
in 1987 for young children, entitled Daddy's Days Away: A
Deployment Activity Guide for Children angi urentp. The purpose
of the book is to help children understand why parents have to go
away and to keep the absent parent's image alive during the
separation. It has been extremely well received by deploying
units.

2. We hope that the information provided can be beneficial to
you. POC for any further information or questions is SSgt Carasas
at Autovon 224-3440/1519 or Commercial (202) 694-3440/1519.

E. D. BRINDLE
By direction

3
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From: L.tCol J. L. Whitlaw;, U.S. miarine Cor.:ps
To: Comrding Officer, MA(AWM)-533, ,Y2AS,

Qiarry Point, W 28533

Subj: Request for Infornmtion

•icl: (1) WAS Problem Statfxamnt

1. I am one of five Mri . studentr in the Air War Collcge at Maxwell AFB, Alami.
In the course of our curriculum, we have, the opportunity to study some facet of the
Defense estaulishment with a view toward honing analytical skills and providing
useful information for decision nacrs. Tie enclosure briefly describes my topic.
It is a subject thlit is on the hearts and minds of tminy unit comaindcrs as they seek
wiys to mininize thc' adverse effects of high OFPr O on morale and retention within
their unit. With the specter of force structure cuts at land, and the very real
pxssibility that ClUIC 's will require at least as much forward deployment as in years
past, maintaining high morale within our units will requirc a more analytical view
toward developing an appropria-hc OPI'YMPO.

2. In the c-urse of studying this topic, I hope to accomplish the following:

a. Clarity the problem (if it exists).
b. Examine feedback mecavanisas, and recamrend improvements.
c. Provide rec nnndiitions that rety muinirize adverse effects.

3. One of the feedback possibilities I am e•:amining is a method of averaging
accLumlat .d deployed time. by unit from data writhin the I1.; system. Your unit is one
of eight battalion/squadron sized units I am studying. CMC is retrieving and
averaging the data in the system for me. Tn order to properly analyze the data,
however, I need the actual nunber of deployed days experienced by the unit over the
p.st to years. Accordingly, I am asking for your assistance in providing the[
followinrg data as it pertains to your bhttalion/sc!uadron:

Murber of days dep]oyce over the past two years.
Full unit -

D•tcachn.-nt
RIL-'•L (f days bet.w~cn -crturning frcxii UI)P and the next training der [o)yirnt.

4. Please reply as quickly is yoi carn. Thank you for your assi:st.once. Vbr any
clarifying inform-itico, pl-ase c-all n•- at AMrOV 1! R-75-21 22.

Very res[m:ctfully,

LtCol L-.c 1



UNITED STATES MARINE CORPS

Marine All Weather Attack Squadron 224A 0 Marine Aircraft Group 14
2d Marine Aircraft Wing, FMF, Atlantic

Cherry Point, North Carolina 28533-6013
IN REPLY REFER TO

3000
Op-
25 Jan 1990

From: Operation& Officer, Marine All Weather Attack Squadron 224
To: Lieutenant Colonel Whitlow, Air University

Subj: VMA(AW)-224 OPERATIONAL DEPLOYMENTS

Ref: (a) PhoneCon btwn LtCol Whitlow and Major Riemer on 22 Jan 90

1. The reference requested information regarding VMA(AW)-224'a
operational deployments between 1 January, 1Q88, and 1 January,
1990.

2. In accordance with the reference, the following information is
provided:

VMA(AW)-224 RUC 01224

PARTIAL, SQUADRON DEPLOYMENTS FULL SQUADRON DEPLOYMENTS

WestFac 20 Oct 87 26"Apr 88

CQ USS America 13-14 Jun 88
NWD Qual MCAS Yuma 19 Aug 88
WTI MCAS Yuma 10 Sep - 27 Oat 88

Red Flag 89-1 5-18 Nov 88
CQ USSq Cova1 Sea 8-9 Dee 88

DEFTAC Det Yuma 28 Feb - 2 Mar 89
WestPac 3 Apr - 10 Oct 89

3. If we can be of any further assistance, please notify us.

!. D. RIEMER

p.



UNITED STATES MARINE CORPS
1st Battalion, 2d Marines
2d Marino Division, FMF

Camp Lejeune, North Carolina 28542-5504 IN REPLY REFER TO

*D i000

22 Feb 90

From: Commanding Officer, lat Battalion, 2d Marines, 2d Marine Division, FMF
To! Lieutenant Colonel J. L. Whitlow USMC

SubJ! REQUEST FOR INFOIRMATION

Ref: (a) Your Itr undated

1. In accordance with the reference, the following information is provided:

a. Number of days deployed over the past two years - 301 (of which 20 are
days aboard ship).

b. Number of days between returning from UDP and the next training
deployment - 64.

a. POC WO Wangler Autovon 484-1519.

WAN ER
By direct o
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UNITED STATES MARINE CORPS
2D BATTALION, 8TH MARINES

20 MARINE WIVISION, FMF
CAMP LEJEUNE, NORTH CAROLINA 265424513 IN REW.Y REFER TO

YSA Ion()
E(AC

01 Mar 90

From: Commanding O-f+ic ur 26 Battal ion, 8th tar'-inet!, .d Marine
Division, FMF, Camp Leju-Ino, NC 28542-5517.

To: LivuteJtant- Coulunpl ,J. 1. Whi t •,w, LJM: i, fir War
College, M, a;x.vj.ll AFI.D, 01 .5 t:-. 2"

Subs: REQUEST FUR INFORIMiTION

1. I11 re-por Inv, , i..' your- ].'-ttUr, I Look the liburty of t ncluding
our deployed dayt; f r-tm .Sup1,Itimher of 19W7 to av-.vid :litting a
deploymenrt.

Da•te•s D.)epJ..... Nh _D A=.._ _OS.L: 2._

870930-880..27 LF6F 180 Unit
880826-8821014 TW.-8 50 Un i t
881212-881221 Moutcait-teering 10 D.t
890116-890203 Fort A. F. Hill 19 Unit
890412-890501 FB/' Waor [Lop 20 Unit
890551-391 109 LF6F 16:. 2% i t
9007.11 -?(00331 . i•T; PANAMA (UNCL.ASS) 20 Unit
(Future)

2. As /no, r:, nr doutl aware,3 thcr above deployed dates are- not
the only indicator r- hith OFTEMF'O. In the past two years we also
stood 4 1/2 month:; cr.; air al]rt ,.ind ex;.tended periods in. the field
for MEU SOC work-:.A--PO, M'TRL pr-:pariotion and a,. aggrfssors For
other batal ions in ad' Ii I. i.,inn n_ r , n-ti f I ri] d ,er.at i ,

I. 1 hope thu abn:' n-ftrm. i-i n ,.-i n h', oCf .s,;i,'t,.nc- to '/o in
yor- COuWSe study.
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DEPARTMENT OF THE AIR FORCE
•• AIR WAR COLLEGE (AU)

MAXWELL AIR FORCE BASE, AL 35112-5522

From: LtCol J. L. Whitlow, U.S. Marine Corps
TO: Comranding Officer, M(AW)-533, MCAS,

Cherry Point, t4C 28533

Subj: Request for Information

Lbcl: (1) DAS Problem Statenmnt

1. I am one of five rMarine students in the Air War College at Maxwell AFB, Alabam-a.
In the course of our curriculum, we have the opportunity to study some facet of the
Defense estadblishment with a view toward honing analytical skills and providing
useful information for decision makers. The enclosure briefly describes my topic.
It is a subject that is on the hearts and minds of many unit cxmunders as they seek
ways to minimize the adverse effects of high OPTEMPO on norale and retention within
their unit. With the specter of force structure cuts at hand, and the very real
possibility that Cll•C's will require at least as much forward deployment as in years
past, maintaining high norale within our units will require a nxre analytical view
toward developing an ap•ropriate Or1.I-O.

2. in the course of studying this topic, I hope to acconplish the following:

a. Clarify the problem (if it exists).
b. Fxamine feedback mechanisms, and recommend, inprovements.
c. Provide recomendations that may minimize adverse effeuts.

3. One of the feedback possibilities I am examining is a method of averaging
accumulated deployal time by unit from data within th-e MMS system. Your unit is one
of eight battalion/squadron sized units I am studying. CMC is retrieving and
averaging the data in the system for me. In order to properly analyze the data,
however, I need the actual nuxber of deployed days experienced by the unit over the
past two years. Accordingly, I am asking for your assistance in providing the
following data as it pertains to your battalion/squadron:

it ber of days deployed over the past two years.
Full unit - V--
Detadvment - (•I

Number of days between returning from UDP and the next training deployment. 'I

4. Please reply as quickly as you caa. Thank you for your assistance. For any
clarifyLng infornetion, please call me at ALYIOVWN 875-21 22.

Very r tfully,

LtCol L aC

I



UNITED STATES MARINE CORPS
MARINE ATTACK SOUAORON 331

MARIWN AIRCRAFT OMOUP 33

2d MARINI AIRCRAFT WINO PMF. ATLAN"IC
MAAIlNg CORPII AIR STATION

CHEMR'y POINT, NORTH CAROLINA 2S3.4102S IN RIPLY 1I4FIN TO

57 50S-3
9 Jan 90

From: Commanding Officer, Marine Attack Squadron 231
To: Commandant of the Marine Corps (Code HDH-4)
Via: (1) Commanding Officer, Marine Aircraft Group 32

(2) Commanding General, Second Marine Aircraft Wing
(3) Commanding General, Fleet Marine Force, Atlantic

Subj; COMMAND CHRONOLOGY 1 JULY 89 - 31 DECEMBER 89

Ref: (a) MCO P5750.1F

Enol: (1) Command Chronology 1 July 89 - 31 December 89

I. As per ref erence (a), the Command Chronology for the period 1
July 89 - 31 December 89 is submitted as enclosure (1).

B. M. TRAPNELL

L))Q

I,

2 1 )' L..x

I II I.L C AI I II



APPENDIX G

wo

Jill



16

* LI ID t %I4

i D r n

I qI

ki E Lm U)U

i:0 , CL i e- C U) a . i

IB I u I Q.1 i B I i U
I u I u I U1 I B IIQ

I I x



x O

.-.. or r. :e - * I 0 - cc 0

t) I I I U I I u

2 I I I

4a 1 4 1
I~L 0



2w
E6

0n
*~j 2~**~ *e'j ~ * -~ ~ i4. -~ C~)A N

I~ 40( I t t'c.- --) J -NN I q ~ ~ ff I r\LAi 2 '%~
o a * - 0 0 a'O I I v~. 0- I 't-4a a 0 a~f I .- -' 0 0 I7a

i Cie *..% *3'l 133 * **I(7 13. 1@@ e332 * J - ý 0NI C)0j1 00-

N LrC_. I oc -j .I r0-,D ) *- r'- MI C. 0C)C; 0 CO LJN O I [) M-I N -0
-I in 4 I " I 02.0 c)I(,jO ) -42 ~ r I N 4tICa

I 0 1 a I is a * I I * 0 1r
' 1 ý N(, ý 1 ._ I C. N c 1 A 2l( 00 tC I I N2

- ', + ' r. (% _r --- rý . C) _ -4.-1-- -j-+NIc N-ý 0 - +

I7 CD~i j I- r4 2 -41 IZ I. 4 I

Ij I

* -J I I r; .7C 'CI 0(4 I If IV 0 IlU O t f y
-i M ~in enf I FIN 4rl- I r- , C%~ o r M :2 ~.I '-1--4N CI O --2-0 I (\ ý ~ --J-1 -4-" M)"N 0- ,4

IJ .* *01 & 0 1 ase 0e l I a3( J3I s34 0 **31LA3 f)0 0 "\

u C-. I n I c-C I NI1 0~. l --l tr COCOI

U- >

I 1'.1 -~ 31 * * -3 2 " * 3.1 '0 * I-C CO ' N333O I 3r 4 . C, i -A -f,I
u) 1 I''4 . 1CI U -4 I NOL I 1N L It 0 40 0 : C0U 1 0 4 a C I .'

1 .j (- I I - f, j I L,', .I rIA'JA- j 1 -4t I j-I,

-0 L!' 1 -, I -4 1 n.a I I "f) -i

.4 :.- 2 *.UC L -)I ri r.r -.\r, 0 100r-4 I Zr.) c I j I .~
I~~~~' 2.t I -'IZ7JN ,-L II

(-I. I I I I rkI



APPENDIX H

94

-1I



PRIM

CHAPTER 8

UNIT DIARY REPORTING OF INDIVIDUAL DATA ELEMENTS

8001. INTRODUCTION

1. This chapter contains instructions for reporting individual data elem.nts and certain actions not
specifically covered In other Lhaptera.

2. Certain data elements in the JUMPS/MNS computer record are controtlled by HOMC snd cannot be changed by
field RU's. All discrepancies in these data elements (such as differences between OQR/SRB, BIR and BTR) will
be reported to the CML (code indicated below).

a. Officers

DATA ELEMENT CMC CODE

Active Naval Service 3ase Date MMPR-1
(For other than the initial

Expiration of Active Service MRRO-5 assignment to active duty upon
appointment to commissio..ed

Expiration of Current Contract MRRO-5 grade, EAS/ECC will be entered
by MHOA.)

Conponent Code MRRO-5

Contract Legal Agreement MMOA-3

*Permanent Grade MMPR-1

Date of Permanent Grade MMPR-1

*Present Grade MMPR-1

Date of Present Grade MMPR-1

Pay Entry Base Date MMRB-I1O

Additional Military Occupational

Specialty MMOA

Service School Codes MMOA
(In excess of eight)

*If this item is not in agreement with unit recordc, first determine if the officer's name appears on a
selection list for promotion to the grade indicated. If name does appear, no further action is required. If

name does not appear on the selection List, request verification of this/these items per paragraph 8095.

b. Officers and Enlisted

DATA ELEMENI CMC CODE

Classification and Language MA

Test Score Data

8002. ACCI)MUIATED DEPLOYED TIME CTTC 033 GROUP D)

1. This data element is designed to be used only by FMF units as identified in MCO 1300.8 and represents the

individual Marine's total time in days deployed while joined chargeable to an FMF unit. Each ADT entry will
adjust the date arrived U.S. where dependents were restricted (DAUSDR) to compensate for periods spent in a
deployed status. Period- of ADT of Less than 10 days will not be reported or accunuLattd. ADT cay be
reixrted as an infivldiri, gioup, or event entry.

8-7
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'003 PRIM

2. ADT will be reported whenever a Marine, as a meeber •# an FMF unit, deploys for a period of at least 10
. consecutive days. However, predeployment Liaison units nd individual training not associated with unit

activity will rnot b- cohinted as ADT. Specific requirements are prescribed in MCO 1300.8. If the entry is for
270 or more continuous days, or a Marine's cumulative ADT totals at least 365 days, a new DAUSDR is
automatically established effective the date of return from deployment. Any days in excess of the required
270 or 365 that remain as ADT will update the new DAUSDR on a 2-day-for-l-day basis. This same. 2-for-1
adjustment is made to the DAUSDR for each ADT entry that does not meet the above requirements for establishing
a new DAUSDR. A Marine's accrued ADT will be displayed on the BIR. The computer wilt automatically zero the
ADT field ienever a Marine is joined by a non-FMF unit. Do not reenter ADT for a previous cormaand, as the
DAUSDR has already been updated. Accarvulatlon towards establishing a new DAUSDR must begin anew.

3. Each period of ADT will be reported on the UD Imnediately upon return from deploy-ment. The date of action

will be the date of return from deployment. The following statement will be used only by FMF RU's to report
ADT:

OW DEPLOY FR TO LOC

Six-digit actioTn
date T.
trnter six-digit begin dlate -----...

Enter six-diult ending date---

Enter name or Location where ADT was performed (maximum of 20
alphanumer ic characters)

NOTE: The action date of the ADT oust be the Last day of the ADT period
reported. This is critical when the total ADT goes over 365
noncontinuous days, or when 270 continuous days is reported, as
the computer will use the action date to establish a new DAUSDR.

4. To delete erroneous information use the following statement and report correct information per
Sinstructions in subparagraph 8002.3:

DEL DEPLOY FR TO

Enter six-digit
action date- - -

Enter six-digit begin date of period
to be deleted

Enter six-digit ending date of period to be
de L-,ted- -

5. For Marines not having a DAUSDR, a DAUSDR will be automxaticalty generated by the convuter the first time
ADT Is reported. This constructive DAUSDR will be established by subtracting 5 years from the date that the
Marine laqt entered active duty.

4! 8003. ACTUAL TRAINING COMPLETION DATE LTIC 418 GROUP&D

1. The data element "ACIUJAL TRAINING COMPLETION DAVE" indicates the date a Marine completed training and
qualified for assicrnwent of a primary MOS. The date may be used in conjunction with date joined for training

to determine actual training time from recruit graduation to MOS qualification.

-88
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PRIM 8038

8037. DEPLOYMENT MONITORED COMMAND COOE

1. The data element DMCC represents a unit that has been designated as a specific deployment unit with
personnel staffing controlled by HQMC. The DMCC is reportable only by HQMC. Any discrepancies regarding the
DMCC must be addressed to the CMC (MMEA or MMOA) for resoLut|nn.

2. The DMCC remains the specific unique unit identifier for units in the FMF that deploy, and remains in the
corxijiter record for the duration of the Marine's tour with the designated unit. This data element can only be
entered Into the JUMPS/MMS at HNMC via the UD and is not reportable by field unit-. Generally, the designation
of "V-series" MCC's for deployed units are used by HQMC.

8038. DEPLOYMENT STATUS CODEIDEPLOYMENT RETURN DATE _TTC 422 GRIIIP D)

1. The DSC identifies a Marine's deployment status during a current FMF tour. This data element is used by
the CMC (MHOA and MMEA) to determine a Marine's eligibility for assignrment and to monitor unit personnel
strengths. The D0C identifies Marines who are scheduled for, serving on, have cooleted, or who are not
scheduled to participate in future deployments of at least 5 months dura~ioi. If the Marine is nondeployabe
per the criteria contained In the current edition of 14CO P3000.13 (UNITREP SDP), as well as iot scheduled,
enter the appropriate duty status code per paragraph 8043.

2. Descriptions:

COE DESCRIPTION

blank Unknown-DSC/DCD should be reported if Marine is joined to an FMF unit.
0 Not scheduled for deploynmnt and no deployments comapleted.
1 Scheduled for or serving on first deployment of 5 months or more duration.
2 Con;Aeted first deployment of 5 months or more duration, and not scheduled for

any future deployments at this time.
3 Completed first deployment of 5 months or more and is scheduled for or serving on

second deployment of 5 months or more duration.
4 Completed second deployx.nt of 5 months or more duration, and not scheduled for

any future deptoypents at this time.
5 Cuq)12ted :econd (or greater) deployment of 5 months or more and is. scheduled fur

or serving on third (or greater) deployment of 5 months or more duratiun.
6 Cuiijleted third (or greater) deployment of 5 months or more duration and is not

scheduled fcr any future deployments .,t this time.

NOTE: ALL deployments refer to unit or detachment/overseas deployed activities
durin a tour of duty with the FMF as dcfined in MCO 1300.8

3. The DRD iden'ifies the date of a completed deployment of 5 months or more, or the expected date of return
from the current o," next deployment of 5 months or av•re. This date element is also used by HOMC for personnel
planning. The following rules apply:

If DSC = 0 Then DRD must be zero.

If DSC =
1, 3, or 5 Then DRD irJst bW future-dated with the expected date of

return.

If 0SC =

2, 4, or 6 Then DRD must be actual date of return.

4. (Ise the following statemsent to report, change, oi- update the OS' and DRD:

DEPLOY STAT DRD

1trl 0rie-digit MVIx,'ric

cXIle fiuin obve --- F
Enter six-digit date . . ..

8-l8
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8039 PRIM

either reported on a LID dated prior to the ORD or the entry must
include an action date prior to the DRD.

5. Use the folLowing statement to clear the DSC/DRD field:

DEPLOY ST.(T 0 ORD 0000010

6. When a Marine's OSC changes from a "not scheduled" status (DSC = 0, 2, 4, or 6) to a scheduled status (OSC
- 1, 3, or 5) and has been so reported into JUMPS/MMS, but the Marine then becomes "not scheduled" again,

report the old DSC/DOD back into JUMPS/MMS. eFr example, q Marine's DSC/DRD is DEPLOY STAT 2 DRD 8512011 and
has been updated to DEPLOY STAT 3 ORD 8610151. When the Marine becomes "not scheduled" again, report 861130
DEPLOY STAT 2 DRb 8612011.

7. As socn as units who assign personnel TAD to MEU's, or elements of a MEU, become aware of whom they will
assign, they will report a OSC/DRD into JUMPS/MMS. They will report the correct DSC for- the individual and
the expected return date of the MLU to which the Marine is assigned for TAD. This DSC/DRD will, in most
cases, be reported well in advance of the TO TAO entry. The DSC/DRD must be reported as soon as personnel are
identified as participating in a NEU deployment, with the primary goal of 120 days prior to deployment. If
for any reason the identified Marine becormes "not scheduled," update the DSC/DRO per the instructions in
paragraph 8038.4.

38Q9. iISUt'RSIN0 STATION .SYMOL NtIMll R £ýT1T•._C GRO•JF 0D)

1. Each RU is provided disbursin.g service by a designated disbursing station. The dibursing station is
Identified by a four-digit DSSN. DOSN's are listed in the Navy Cuxnptroller Manual, volume 4, appendix B.

2. A disbursing officer symbol is a five-character symbtol used to identify a specific disbursing officer and
disbursing station. The prefix continues through the alphabet for each disbursing officer successor at that
station. Ensure that the four-character DSSN is reported in UD entries. Do not include the alphabetic prefix
which identified the disbursing officer symbol. For example, A6091 represents the disbursing officer and
station providing service to Headquarters Battalion, HOMC. For UD entries, report 6091.

3. Pay accounts of all Marines of a single unit normally are maintained by the same disbursing station.
However, rome personnel of one unit on 7AD, maneuvers, and so forth, may be provided service by a different
disbursing station. When these conditions exist, the DSSN must be reported for personnel who are effected.
When reporring a JOQI -ntry, DSSN eu'.t be reported if the unit is served by more than one disbursing station.
DSSIN is not required in the join entry if all Marines of the unit are provided service by the same disbursing
station.

4. D$SN changes must be reported by a U0 EVENT entry. The change '4ill update the JUMPS/MMS computer tables
for the RUC and the primary MCC and all additional MCC's with the same DSSN as the primary MCC. If any
additional MCC(s) are assigned to the RUC with a different DSSN, those MCC's wilt not be affected by the
reported DSSN change. A separate EVENT entry must be submitted for any additional MCC's with a different DSSN
than the primary MCC.

5. When a Marine is joined or attached excess, the joining or attaching entry effects appropriate changes in
the Marine's DSSN. When in addition to a join or attach entry, a DSSN change is reported on a specific
Marine, it will require another 0OSSN change to return the Marine's DSSN to that servicing the permarnent RUC
14wlX teiminntlotw of TAO/rxcess.

6. A reto',d of event eittv rep'n t ing artivntlon, rediysIgnnion, rPoganizgintlon, or relocationl of a unit nlust
Include the DS0N and the effective date. See chapter 7, fin instruct inns and exatiiles.

7. USSW atri efiCetiLV date O.e r.e-porTed with the statv-c•nt shu-n below. if DSSN. is unknnwn; it may be
obtnined by contacting the disbursing station.
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None

Ent Pr t he tentativo title Of your work. as you triink it may appeal on your final product:

MINIMIZING THE ADVERSE EFFECTS OF' OPTEMPO ON MORALE AND
RETENTION (USMC)

ULisin double spacinig. type OF write your entire prjrrolem statement- as specifically as you can:

Background: The expeditionary nature of the Marine Corps
requires a high OPTEMPO In terms of training exercises and
forward deployment. Many communities within the Corps are
averaging 50-60% time away from home base with no end In
sight. This has an obvious Impact on morale and retention
of those enlisted personnel who have MOS's within certain
communities. Especially those MOS's with little application
outside of the high tempo tactical units they are In.

Problem: How much is too much (within a tour - within a
career)? In the eyes of the enlisted personnel in question,
how Is this OPTEMPO measured? Are there aspects of a
Marine's service life that could be changed to minimize thL
adverse effect? In the development of u..nit traliiing plans
or ser-vice career patterns, Is there an OPTEMPOD point beyond
which a commander must be aware that he Is possibly
sacrificing morale for unit training and expertise? Is
there a "rule of thumb" that can be developed to Identify
that point?

The thrust of thi5 proJect Is to attempt, not only to answer
the questions, but also examine existing "feedback"
processes with a view toward making them more responsive.

Th is form inust he ret urned to the off tce of the [ickonse A na lyt ical Studies Di vision by the deadl ine i nd icat ed in the
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